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ABC Business was established by an entrepreneur in late 60’s. It was engaged in producing auto- gears for a 
number of automobile manufacturers. The owner was an expert lathe machinist. Over the time he trained on- 
the-job a number of young machinists. Amongst his trainees was his elder son Ahsan, who gained much know 
how of running the shop while working with his father for almost 10 years. Upon reaching the age of 
superannuation, he comfortably transferred the business to Ahsan. Now the business is run by the Ahsan with 
his two sons. Unlike his father, Ahsan got his sons educated in engineering and business management prior 
to inducting them in the business. 


Critical Incident 


Of late, there has been emerging competition as similar businesses have started to come in the market. The 
competition posed new challenges for the business; namely, labor hopping, business opportunities are now 
shared with other competing businesses, reduced margins as the vendors now take advantage of buyers’ 
market, last but not the least, shift of industry to other cities has encouraged labor to move causing shortage 
of skilled machinists. 


The ABC Business has been managed with rudimentary procedures mainly focused on execution of orders. 
Consequently, the business started to face serious problems in coping with the emerging challenges. 


To overcome their capacities in dealing with modern day challenges, Ahsan’s sons advised him to hire a 
management consultant to conduct a diagnostic study of their business’s as-is strengths and weaknesses as 
well as to solicit recommendations for change. The consultant compiled the following diagnostic report: 


Indeed, ABC Business (the enterprise) has feasible opportunities for growth in vendor business both in 
Pakistan and outside. The enterprise commands excellent reputation in the local market. It bears certificates 
in vendor business and ISO. As of today, a single vendor-principle relationship exists i.e. AG Motors. Much 
of the business to date has been unsolicited and the operational decisions are done on rudimentary data basis. 


1. Challenges 


The enterprise is facing a number of challenges: 
- Dependence on single vendor-principle relationship has made the vendor operations much 


vulnerable and beyond the permeable control of the management. 

- CEO/Director generally remain busy in micro management (trouble shooting at the floor) leaving 
little time to attend to managerial issues. 

- Generally, capacity remains underutilized, which results in high overhead unit cost and less 
competitiveness 

- Retrieving reliable and live financial and production data is cumbersome. This results in less 
informed decision making. 

- Save few, the workers lack adequate skills. This inhabits potentials to delegate jobs and puts extra 
work load on the CEO/Directors for trouble shooting on day in day out basis. 


2. Analysis 
-  As-is Business Model (Vendor Operations) 


1. Financial quotation submission and 


Receive unsolicited negotiations (Generally, deal is 
demand 


closed at the buyer’s price) 
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- Product Lines (Vendor Operations) 
o Engine Gears 
o Transmission Gears 


-  As-is Production Cycle (Vendor Operations) 


1. Raw steel is purchased 


Buyer sends in 
monthly production 


schedule ; 
2. Raw steel is tendered to out-source 


agent for forging along with design 


3. Receive forged parts in required 
quantity from out-source agent 


4. Parts sent for rough turning then for 
CNC turning 


5. Turned parts are received for teeth- 
cutting 


6. Parts are received for drilling, 
tapping and bloating? 


7. Parts are received for teeth polishing 


8. Parts are sent to out-source agent 
for heating 


9. Parts received from out-source 
agent 


10. Finished parts are washed, packed 
and delivered 


o Management (CEO / Directors) Quotation and Negotiations (Once) 
Dealing with customer(s) 
Recoveries from customers 


- As-is Organization Structure 


Materials procurement initiation 

Payments to suppliers / vendors 

Responding to unsolicited marketing queries 
Overall production scheduling and supervision 


o Senior Foreman In Charge of overall production shops: Turning; CNC 
Turning; Teeth cutting; and, Heating (in development). 


Supervises CNC turning shop. 


o Foreman Turning Shop Supervises work at the Turning Shop, 
including controlling 4 machinists. 
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Foreman Teeth Shop Supervises work at the Teeth Cutting Shop, 
including controlling [X] machinists 


Foreman Heating Shop Currently developing the shop. 
By assignment Procurement. 
By assignment Washing, Packaging and Delivery. 


Note: No explicit job descriptions are formalized. 


3. 


It is 


Summary Analysis 


about time to build focus on systematic approach in marketing the engineering services. Enhancing 


systems’ capability is, however, critical for the success of marketing solicitations and managing 


oper 


4. 


ations at higher volumes. Broad level recommendations are appended: 

Establish Marketing Function to be headed by CEO / Director. In this regard, development of a 
Display Center inside the factory premises or in down town area is critical. Besides, a few sales 
representatives preferably diploma holders in engineering and trained in industrial sales are to be 
placed in the field. The Sales Representatives should have specific targets of increasing number of 
clients and business volume. Digital media can be utilized to market the products in the international 
market. However, a marketing plan needs to be chalked out before any of the above activities. 

The CEO should be relieved from his operational responsibilities for more active role in 
Marketing/Business Development. One of the directors should take on the operational control as 
Chief Operating Officer (COO). 

A customized small sized Enterprise Resource Planning module (ERP) should be put in place to 
achieve live integration of orders, production and financial data for improved monitoring, evaluation 
and pricing decisions. 

Quality control needs upgradation to Quality Assurance. Moreover, the functions should be done by 
individual(s) independent of the production workers. 

Establish a dedicated R&D department that will enhance new products development. 

A SMART* performance management system for workers should be developed to plan monitor and 
appraise performances. In addition, an in-house capacity building of the workers should be initiated. 
The Foremen can be utilized to conduct trainings. 

Foremen’s role needs enlargement to include effective on the floor supervision and mentoring of the 
machinists. 

Machinists / workers should be given specific roles/responsibilities via verbatim job descriptions 
and should be made accountable for the performance. 

The business may be registered as a Private Limited Company under the Companies Ordinance if 
deem convenient. This will enhance its market standing and reputation. 


Recommendations 


Following interventions have been identified by the consultant to bring about the improvement in the 


capacity: 
ie 


a. 


Production Control 


Implement Quality Assurance Processes 
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- Define quality, products specifications, standard operating procedures for machine 
maintenance and handling, and production. 
b. New Developments 
- Establish a dedicated R&D Team and train them in developing new products. 
c. Production Planning 
- Establish production planning and job scheduling framework, production monitoring & 
evaluation framework and implement ERP modules. 


2. People Performance Management 


a. Upgrade organization structure (Departments and their respective roles/responsibilities along the 
value chain). 

b. Describe occupational (job) specifications for each position at floor, supervisory and managerial 
levels (work done and skill required). 

c. Write job descriptions including Key Performance Indicators for each position at floor, supervisory 
and managerial level. 
Identify job rotation plans for machinists and foreman. 

e. Develop training modules for production, supervision, and sales. 

f. Design and implement SMART people performance planning and evaluation system 


3. Business Development 


Develop a sustainable marketing strategy 

Establish a Display Centre 

Induct Sales representatives and train them 

Review and upgrade existing and potential customer data through field surveys and internet 

research. 

e. Develop state-of-the-art web-page for introducing their products both in the local and international 
markets. 

f. Develop standards for sub-contracting and contract management of sub-vendors. 


acrp 
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Organization Management 


Definition: 

Organization can be defined in many ways. However, a popular definition of an organization is, “A group of 
individuals working together to achieve shared goals.” This definition is elaborated as follows. “In an 
organization group of individuals work together in a coordinated manner for a shared purpose, with each one 
having clearly defined work responsibilities and authorities”. This definition has the following dimensions, 
which if found in a group, cause an organization to emerge. Namely: 

e Presence of more than one person, generally 

e Shared purpose (Please note that shared purpose could be a singular common goal or multiple 
individual goals for which each individual is dependent on others performance) 

e Each individual has an identifiable and specific responsibility within an organization 

e Each individual has identifiable and specific authority to perform his or her responsibilities 

e All individuals in an organization essentially work in a synchronized manner. This helps achieve 
synergy in organizational performance. 

e Last but not the least; a system should exist to navigate individuals’ actions in a unified direction 
and monitor performance within the organization. This system should essentially policy and 
procedures driven. However, in certain situations it is people driven (personified). The former 
system is likely to be stable and consistent while the latter system lacks both the characteristics. 


Stakeholders vs. Social Action Theory 

Two rather different explanations exist parallel with regard to the basis of organizational emergence and 
continuity. The “Stakeholders” theory suggests that organizations are artificial persons (entities) with 
explicit motives, which are rather independent of their stakeholders. However, to sustain organizations 
should consider the individual stakeholder(s) interests besides its own motives. For instance, investors 
demand profit (RoE) — Employees demand fair wages and work satisfaction — Customers demand good 
quality products and services at reasonable prices — Regulators demand compliance — and, Society 
demand socially responsible conduct. The relationship between different stakeholders is evidently 
competitive rather than cooperative. Usually stakeholders with stronger power to prevail, influence 
organization’s priorities and goals. Hence it is more of a political process that affects organizational 
goals and performances in the long run. 


On the contrary, Social Action Theorists suggest that organization is a virtual platform that effectively 
provides opportunities to each stakeholder accomplish its respective goals (agenda). Each knowing the 
interdependence of the others for continual achievement of their respective agenda decides to perpetuate 
relationship with each other, which in turn allows the organization to continue into the future. Major 
deviation in this theory is that individuals do not work for the achievement of common goal. This follows 
that in an organization multiple goals co-exist at any point in time. It is the interdependence of the 
stakeholders representing different goals effectively replaces the need for a common goal to keep the 
organization going. 


The Soft Side of an Organization 

The term soft side of an organization refers to the intangible dimension of an organization — the purpose; 
vision, goals and objectives. Although on the face of it these seem less significant then the organizational 
system and structures but in reality, it is these factors that provide true sense of direction and enable the 
organization move consistently and rationally towards its destination (So is true for an individual). 


Purpose is the explicit declaration by an organization of what it intends to accomplish; and, what value 
it commits to deliver. For instance, a school, however commercially managed, aims to educate young 
citizens and contribute towards fostering a more socially responsible and productive society in general. 
Likewise, a public utility service institution, although considered a not for profit organization, aims to 
create public utility services at affordable prices thus contributing towards building a more sustainable 
social and economic infrastructure. 
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It is important to take note of the fact that what ever the purpose may be and whether the organization 
operates as a commercial or social entity profit or to be precise resource generation remains pivotal. 
However, as displacement occurs, the profit / resource generation becomes the purpose in it self while 
the real purpose is lost — means become the end. The dysfunctional effect of displacement quickly 
trickles down and the organizational performance becomes less effective. For instance, as displacement 
occurs in public utility organizations, they tend to focus on internal efficiencies instead of social 
effectiveness. Similarly, displacement in commercial organizations forces them to aim at higher profits 
in a less responsible manner. 


Vision by definition is a cloudy statement of where does an organization intends to go or what it 
endeavors to accomplish. In short, a vision statement is an articulation of organizational purpose, written 
to communicate the purpose of business and provide directions across the organization. For instance, an 
organization might state, “We wish to be the most preferred organization for our customers”. A good 
vision statement helps harness all employees in particular and stakeholders in general in a singular 
direction. 


A vision statement is usually elaborated by the mission and value statements. To be exact, mission 
statement sets the direction for the strategy an organization might choose to pursue its vision, while the 
value statement underlines business and moral principles (the segregation between business and moral 
principles is only made to enhance understanding, however, both business and moral principles are 
essentially the same). “We shall always provide maximum value for money to our customers by making 
quality products at affordable prices”. This is an exemplified mission statement of the vision cited above. 
In doing so, the organization might commit to adhere to the following principles, namely; Always 
putting customers first — Innovation drives quality — entrepreneurship makes better employees — etc. 


It is important that once an organization manifests its vision statement then it should adhere to it in the 
letter and spirit. However, with the passage of time and by the emerging opportunities and challenges 
an organization might like to revisit its vision statement at appropriate intervals but not so frequently. 


Goals are specific targets organization decides to achieve in pursuit of its vision statement. Goals must 
conform to the SMART criteria. In other words, goals should be specific — measurable — attainable — 
relevant — and time bound. For instance, I will pursue a degree program is a vague goal. Let us now 
rewrite it to make it smart. I will take a degree in technology by registering in a four-year evening 
program to increase my career chances in my existing field. 


Goals are terminal in nature, which are further split into mile stones called objectives. Objectives help 
monitor and control goals meaningfully. Let us make objectives of the above goal: To obtain a degree 
in technology is a goal. This entails following objectives — to identify the relevant program; make an 
application for registration; mobilize financial resources either through own, loan or scholarship, etc. 
This follows that a singular goal is usually split into multiple objectives, which can be sequential or 
parallel. In the above example identifying relevant program and mobilizing resources are parallel while 
making application and registering are sequential to the former objectives. 


Organizational Performance 
Performance of an organization is and should Permeable Environment 
be in effect the ‘end’ of any management 
endeavor. In simple terms organization’s 


performance is a function of input and Throughput 

throughput processes. Organization is said 

to be effective when it achieves what it hig : aoc Melt 

: : : bs : People performance Products 
aims to achieve, while it is considered skills; Resources all 
efficient when the inputs are and, conversion Services; 
minimized, however, without sacrificing the Resour- Coordination and and, 
achievements. In broad terms, however, the ges) Seale. Profits 
performance of organization is significantly Permeable Environment 
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influenced by its permeable environment [factors in the immediate external environment that have 
directly affect organization’s performance are referred to as permeable environment] This includes 
regulations; socioeconomic and political conditions; demand for the products and services hence the 
market prices; supply of resources including skilled people; etc. 


The relationship between an organization and its permeable environment is complex and abstract. It is 
said to be complex as multiple factors constitute the permeable environment. It is said to be abstract 
because the marginal effect of an individual factor can hardly be isolated from the combined effect. 
Moreover, the inter-relationship can be seen as reciprocal for organization also influences the 
environment in many ways: such as, improving life style of the customers by delivering better quality 
services and products. 


Organization Structures 

Structures refer to how different segments of an organization [departments and people] are connected 
to each other in order to produce the desired performance [goods and services]. Structures are built along 
the authority lines and job responsibilities. A detailed discussion follows in Chapter VI of Section I. 


Organization Management 

Having discussed the organizations in rather holistic perspective, let us now ready to unravel the scope 
of management in the context of organizations. The term management refers to a process of achieving 
the desired results in more effective and efficient manner. Organization management thus refers to a 
process of creating and maintaining an effective and efficient organization at the input level, throughput 
level and output level. The organization management process can thus be defined as: Planning, 
Organizing, Directing, Influencing, Coordinating, and Controlling. 


Questions to Ponder 

1. Contemporary management practices demand attention to details and innovative thinking: 
Comment. 

2. What makes organizations effective and efficient 

3. Discuss the importance of organization’s purpose to its performance 

4. Describe the functions of organization management. 
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Business Planning 


Introduction 

Enterprises cannot function in isolation. But these accomplish their strategic and business objectives only 
through interaction with their permeable environment. This environment consists of Social System, Political 
System, Economic System, Technological System, and the Regulatory System. It is imperative for the 
successful enterprise to develop and maintain compatible relationship with the environment. Meaning it must 
ensure that the enterprise should be capable of and respond to the needs and expectations of the environment 
in timely and effective manner. The exhibit [A] provides a framework for an enterprise adjusting to its 
environment. 


The Five Forces Model of Competition 

Competition is a state of affairs between various enterprises operating within a specified industry. It denotes 
to the practices and policies pursued by various enterprises to outperform each other or at least survive. The 
latter is true for smaller players in the industry. Michel Porter, considered to be an authority in strategic 
analysis, suggests that competition in the market place is caused by four external forces and also by the inter 
industry rivalries among operating enterprises. The external forces include: Threats for potential entrants; 
Threats from existing or potential substitutes; Power of suppliers; and, Power of customers. Change in any of 
the above factor alters the state of competition on either side. Besides these is the inter industry rivalry, which 
also influences the competition. For instance, greater the rivalry, intense will be the competition. This 
analysis help managers make following strategic decisions: 


e Where is the enterprise today — 
What is the value of the enterprise, and which units of it are creating value and which are destroying the 
value? 

e Where is the enterprise going - 
What opportunities for adding value exist, and which one should the enterprise pursue. And what (value 
destroying) business should the enterprise sell or discard? 

e How is the enterprise going to get there - 
How can the options identified in the previous step be exercised such that maximum value is added to 
the enterprise? 


In essence, the objective is managing the value of the enterprise by maximizing the value creators and 
minimizing or eliminating the value destroyers. 


Competitive Strategies 

In managing the value, enterprises need a strategic direction for operating and competing in the industry. 
Strategy in absolute terms is the unique plan of action of an enterprise, adopted to outperform the competition 
and optimize the enterprise overall value. Basically, it has two dimensions; namely; business strategy, and 
corporate strategy. 


Corporate strategy or plan relates to acquisitions and mergers to increase corporate competitiveness and 
control in the industry. Most corporate strategy decisions concern: 

e Which industry (trade) should the enterprise get into? 

e Which product(s) should the enterprise make and/or market? 

e Should the enterprise make and sell or buy and sell? 


These decisions if addressed successfully, help the enterprise maximize (optimize) the value of whole 
enterprise. In other words, these decisions aim to increase the value of the whole enterprise greater than the 
sum of its individual business units — Strategic Business Units or SBUs. A BCG-Matrix (developed by Boston 
Consulting Group, in the US) elaborates it. According to BCG Matrix an enterprise could assess its various 
businesses into four basic categories, namely; Question-marks, Stars, Cash-cows, and Dogs. 


Question-mark businesses refer to emerging business opportunities with little clarity of whether it 
will add or destroy the overall value of the enterprise. Depending on the entrepreneurial orientation, 
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risk bearing ability, and the need for a breakthrough would determine if an enterprise would decide 
to have businesses that are typically Question-marks in their corporate portfolio. These businesses 
can turn into star and cash-cows, respectively, over time. An example of this might be that of 
establishing a business and committing resources overseas, especially in troubled countries like 
Afghanistan. 


Star businesses are those that offer higher returns (profit margins) relative to all other businesses. 
However, here the cash-flows are relatively little compared to cash-cow businesses and are more 
vulnerable. Perhaps because of these businesses are relatively new, and their products / services have 
fewer or no substitutes to date. However, with a passage of time alternate products emerge, causing 
the demand and hence the price to come to normal. It can be argued that Star businesses usually turn 
into valuable cash-cows in the future. However, stars could also simply get washed out by a superior 
product or tough price war from competitors. A good example of Star could be designer clothing, 
which loses its market to unbranded replicas sold at much lower price. 


Cash-cow businesses on the contrary refer to the established business opportunities that are capable 
of providing excessive cash inflows that help meet the continuing liquidity requirements of the whole 
enterprise rather adequately. However, the profit margins are relatively lower but the huge volumes 
very well compensate it. An example of such a business could be that of a Private University which 
makes most of the cash flows from its Business degree program, which in fact enables it to offer less 
attractive programs such as in English Literature, for instance, where the enrollments are generally 
fewer compared to business degree program. 


Dog type businesses are those cash-cows, question marks or stars that fail to sustain the competition 
and become loss bearing activity. These businesses entail immediate action alternatively the loss 
will destroy the overall value of the enterprise. The decision could be in either direction, namely; to 
sell out (liquidate) the business, or to restructure it to make it profitable. 


Business strategy or plan deals with what products and services to produce and how to price them in order 
to fight competition; gain market share; and to increase ROE. In generic terms four business strategies are 
identified, namely; Broad Market vs. Narrow (Niche) market, and Cost Leadership vs. Differentiation. The 
Business Strategy Matrix (BSM) further elaborates different business strategies: 


Business Strategy Matrix Cost Leadership 


Broad Market Commodities, Branded, 
Homogeneous, Differentiated, 
Cost advantage Actively compete for adequate 
Larger market share, market share, 
Profit through volume. Profit through competitive price 


and volume 
Niche Market Select Commodities, Premium Brand, 
Unique, Unique, 
Cost advantage, Monopolize in the niche market, 
Monopolize in the niche market | Profit through premium prices 
Profit through and volume 


Strategic Process: 

Strategic planners need to do the Situation Audit to answer where the enterprise is before they can decide 
where to go and how to get there? In doing so, planners conduct SWOT analysis to determine internal 
strengths as well as weaknesses and external opportunities as well as threats. Internal analysis emphasizes 
financial and business performance, while external analysis focuses upon market situation, customer 
satisfaction, regulatory environment, economic system, etc. In addition, planners must also know their stake 
holders — customers; owners; suppliers; management, supervisors, and the public — and their competitors. 
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Once the planners know where their firm is and what it is worth, they can rightly decide where it should be 
going. Such a decision usually has a five-year time horizon. However, strategic plans should always remain 
subject to annual review and adjustments. 


In establishing the future position of the firm, an articulated Corporate Vision and Mission statements are 
essential. The vision should be brief, broad, and somewhat vague sense of the future direction. The mission 
statement should broadly identify target customer segment and products/services representing enterprise’s 
priorities, and how it wishes to position itself in the future. 


Given the enterprise’s Vision and Mission, the elements of SWOT analysis assist planners in identifying 
alternative strategies and in their evaluation towards exploiting their unique SWOT condition in order to 
decide how to get there? At this stage, planners need to do What-if-analysis via scenario-forecasting. 

Once an overall plan and specific strategies have been developed, they must be implemented and monitored. 


Interestingly, the process followed in the real life is often unstructured and somewhat based more on past 
experience and gut feelings. However, this does not be little the role of structured strategic thinking in making 
informed decisions. Put it differently, in the real world the two approaches work parallel and strengthen each 
other. Thus, it is suggested that to make innovative strategic decisions yet contain the risk within bearable 
limits one needs to intelligently blend the structured and unstructured approaches while making strategic 
(choices) decisions. 


In nut shell, survival for the enterprise is fundamental to strategic planning. However, managing growth and 
to be competitive are equally vital reasons for undertaking the process of strategic planning. 


Typical Strategic Planning Process: 


Corporate Vision 


To build permanent and 
substantial customer 
elationships” 


External Analysis 


‘Customer loyalty is 

declining. We have to Corporate Analysis 
meet competition...of Summary 
quality service” 

“If we want to improve 
growth, we need to win 
customers based on 
intrinsic value (benefits) 
land not solely on our 
image.” 


Internal Analysis 


In the past few years, wel 
lhave not given new 
products with unique 
features” 


Financial Analysis 


Declining product 
profitability, 

Little growth in new 
customers” 


Source unknown 
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Strategic Objectives 


To rebuild customer loyalties 
based on product quality” 


Strategy 


‘Become more proactive and 
innovative as a competitor and 
ot to rely on image alone” 


Action Plan 


‘Innovate and improve 
products to increase customer 
benefits, 
Innovate and improve 
processes to add extra value fo: 
customers and achieve 
efficiency internally, 
Invest in developing and 
sustaining customer 
relationships, 
‘ocus on product benefits and 
eature in all campaigns and 
corporate communication” 


Enterprise Profile 


SWOT 


Emergent Scenario 


Suggestive Steps 


ICMAP 


The enterprise is engaged in the manufacturing of consumer products with 
international customer outreach. Its competitive advantages include: sustained 
customer relations; innovative products and their features; and brand leadership. 
Profit comes through premium pricing and tight financial controls. 


Planning Activity 


Strengths: Strong customer focus; continuous innovation; customer loyalties; 
stable brand position; international outreach (market); Strong financial basis. 


Weaknesses: High fixed cost; unstructured approach; weak quality assurance. 


Opportunities: Stable demand for the product; fewer to no competitors; sellers’ 
market. 


Threats: High dependence on the suppliers; and, further increase in demand may 
lead to emergence of substitutes. 


Subsequent to the implementation of World Trade Agreement, global competition 
has increased many folds, especially from China and like countries. As new 
competitors have come in the market, it the market price has come under pressure 
and demand for raw materials and skilled workers has gone up. Competition basis 
is the low price and high quality. 


1. Review SWOT profile of the enterprise in the context of emerging scenario and assess 
their possible implications on its future competitiveness (assume any industry) 
2. Stipulate future business level strategies, objectives and action. 


Note: Summarize your analysis on the strategic planning process format, given in your lesson 


note. 


12 | Author: Sohailuddin Alavi 


Recommended Analysis 


Emergent Scenario 


SWOT Analysis 


Tentative Directions: 
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Subsequent to the implementation of World Trade Agreement, global competition 
has increased many folds, especially from China and like countries. As new 
competitors have come in the market, it the market price has come under pressure 
and demand for raw materials and skilled workers has gone up. Competition basis 
is the low price and high quality. 


Consequently, the emerging success criteria are as follows: 
- Low price, high quality products / services 

- Larger market share 

- Effective branding 

- Profit will come from volume 


Strengths: 
- Brand legacy (image in the market) 


- Superior market know-how 
- Trained personnel 
- Customers confidence 


Opportunities: 

- Potentials for growth in market share, as demand will increase subsequent to 
price discounts 

- Opportunities for learning from international competitors will provide basis 
for faster improvement and efficient innovations 


Weaknesses: 

- Inadequate quality controls 
- Unstructured organization 
- High fixed cost 


Threats: 

- Competition for trained personnel will increase their effective price and will 
cause chaos 

- Suppliers would monopolize the market as the demand for the raw materials 
/ inputs will increase in response to larger industry players (competitors). 

- Uncontrolled increase in the overall industry supply will suppress the prices 
below the normal market price thus small competitors will begin to incur 
losses. 


It will be imperative for the enterprise(s) to capitalize on the strengths and the 
opportunities, while trying to either overcome or avoid their weaknesses and 
treats. Tentatively this can be done as follows: 


- Increase market share, as the market is likely to grow, by capitalizing on the 
brand legacy and customer confidence 
- Improve enterprise capability through systemization and structuring 
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Tentative Strategic Plan: 


Corporate Vision 


To increase market share by building brand 
loyalties of existing and new customers Strategic Objectives 


To increase market share, as the market 
is likely to grow, by capitalizing on the 
External Analysis brand legacy and customer confidence. 
To improve enterprise resources and 
process efficiencies through 
systemization and structuring 
To essentially retain key persons 


Opportunities: Potentials for growth in market 
share, as market size tends to increase due to 
price discounts ahead. Moreover, opportunities 
for learning from international competitors will 
provide basis for improvement and efficient 


innovations Corporate Analysis 


Summary Strategy 


Threats: Competition for trained personnel will 
increase their effective price and will cause Emerging competition To access broader markets, with a clear 
chaos Suppliers likely to monopolize the from local and inter- brand differentiation. Thus, be able to sell 
market as the demand for the raw materials / national competitors more at competitive prices to maintain 
inputs will increase in response to larger will lead to price war above average ROE 


industry players (competitors). Uncontrolled and quest for quality 
increase in the overall industry supply will products. 
suppress the prices below the normal market 


price thus small competitors will begin to incur Success will depend on 


attaining effective 


branding and cost : : 
Internal Analysis efficiency. To gradually outsource production, while 


ensuring quality at affordable price. 

Strengths: Brand legacy (image in the market). Invest in branding and on building 

Superior market know-how. Trained personnel. customer relationships 

and, Customers’ confidence Improve internal processes, especially 
delivery channels and after sales service 

Weaknesses: Inadequate quality controls. quality 

Unstructured organization, High fixed cost Invest in people and ensure most 
competitive careers for each of them on 
merit. 

Financial Analysis Continually explore new markets. 


Action Plan 


Expected price discounts and existing high fixed 
cost structures are likely to shrink profit margins, 
unless greater turnover (sales volume) is achieved. 


Disclaimer: Strategic plans are generally based on the expected (most likely) scenarios. The success of these 
plans largely depends upon future events. It is strongly recommended that the emerging scenario must 
constantly be monitored and strategic plans should be promptly adjusted to any deviation in the emerging 
scenario. 


Discussion Questions 

1. Strategic planning is a process of determining organization’s long-term directions and agenda: 

Elaborate. 

2. Discuss the role of strategic planning in developing operational plans for marketing, production, 
human resources, and financial administration. 
What implications the Five Forces Competition Model has for an individual organization? 
How corporate level strategies could benefit the individual business unit and the whole group? 
Evaluate the role of various business level strategies in improving the organization’s competitiveness 
and financial value. 


gee 


14 | Author: Sohailuddin Alavi 


ICMAP 


DECISION MAKING 


Tactical decision-making is a managerial process that enables managers maintain smooth operations; prevent 
troubles; and last but not the least to make corrections in the day-to-day activities. It typically involves 
identifying the need to make decision, analyzing the possible impact of a decision or no decision; identify 
possible alternate decisions; evaluating each alternate and choosing the optimal decision; and finally selling 
the decision. Interestingly, the desired outcome is [should be] the basis of entire decision-making process. 


Common Tactical Decisions 
Tactical decisions commonly encompass the following four categories, namely; 
e Operating decisions, 
e Commercial [business] decisions, 
e Administrative decisions, and 
e Fire-fighting [problem solving] decisions. 


Operating decisions refer to planning and control of materials and production process; Commercial decisions 
refer to product pricing, promotion, and placement, etc. Administrative decisions include managing people 
at work, maintaining discipline and coordination, and handling physical resources [logistics], etc. Fire- 
fighting decisions are meant to overcome troublesome conditions leading to malfunctioning of the system, 
coordination or work discipline thus causing economic, physical or emotional loss. 


Another way of looking at tactical decisions is by their orientations, such as proactive [preventive] decisions 
and reactive decisions. A proactive decision usually tackles the situation before it turns problematic. A 
reactive decision, on the contrary, fails to correct the damage but could only attempt to arrest it from getting 
even worse. However, some superficial [symptomatic] corrections are possible. 


Decision Making Process 

Although a few people with strong intuition or high confidence [also referred to as unconscious incompetence] 
fail to recognize the significance of a deliberate process for decision making, the advantage is always there. 

One can develop many variants of the basic decision-making process keeping in mind the convenience and 

personal orientations, but its basic criteria remain the same. 


A typical decision-making process has the following steps, namely; 


1. Pre-decision process: 


Deciding the [END] first — What do I need to accomplish [target] through this decision 
e To make a decision or not to make a decision — Can I still accomplish my target without making 
the decision? Moreover, what are the chances of being successful by making the decision? 
e Identify the stakeholders and the possible impact on them of making or not making the decision. 


2. Decision making process: 

e = Fact Finding — Unearth the facts [causes and their roots] underlying the situation. 

e Scenario Analysis — Map the prevailing situation [driving and restraining forces] 

e Discover Alternate Solutions — Identify as many alternate solutions as possible, without evaluating 
[judging] one being good or bad. 

e Conduct Cost / Benefit Analysis — Sort list solutions by assessing their respective benefits and costs 
vis-a-vis its perceived impact on various stakeholders, on the business performance, and also in the 
social and moral contexts [a good decision should positively conform to all the dimensions or at 
least does not directly conflicts with any of them]. 

e Preparing to Sell the Decision — Identify the concerned individuals [groups], explain to them the 
rationales [reasons, importance and possible advantages] of the decision, explain significance of 
their role [possible contributions] in living [implementing] the decision. Also take their feedback on 
the quality of the decision and make changes [if at all necessary]. Doing so will help individuals buy 
the decision. 
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e Lead Implementation — Develop action plan, assign responsibilities, establish monitoring criteria, 
provide resources, monitor, and last but not the least be prepared to make interim changes as and 
when necessary. 


Decision Making Styles 


Autocratic vs. Participative Decision Making: 

Autocratic managers decide on their own. Later communicates the decisions downwards in the form of 
policies, procedures or instructions. Autocratic decision making is efficient. However, these decisions are 
usually not based on ground realities and their acceptability is lower. Therefore, implementing such decisions 
is riskier as well as more than difficult. 


Participative managers on the contrary involve all the stakeholders in making decisions, while working as 
moderator in the group. Theoretically decisions are made through participation and consensus of the 
stakeholders. However, in reality politics play a vital role. Interest groups emerge within and fight internally 
to prevail amongst and to influence decisions in their advantage. The ultimate impact of such decision making 
is in creating win-lose scenario, which destabilizes the decisions as losers tend to overturn the decisions at a 
future date as they gain stronger political influence. 


Consultative Decision Making: 

Consultative decision making is in fact middle path between autocratic and participative decision-making 
processes. One can term this as a moderate approach to decision making as compared to the two extremes — 
autocratic and participative. This approach encourages wider participation of stakeholders in developing focus, 
identifying solutions and at the implantation stage. However, one person individually, preferably the leader 
or the person at the core, makes the decision based on collective wisdom. The advantages of this approach 
are generally greater than the collective advantages of other approaches discussed above, as this approach 
blends the collective wisdom with order [discipline] at the work place. Most interestingly, this approach is 
validated by Allah’s Wisdom. In the Noble Quran, HE says, Oh! Muhammad SAW when you need to make 
a decision, consult with your fellows and then decide and be stead fast on your faith upon Allah. 


The comparative relationship between the three approaches is further portrayed in the following figure. 


Consultative Decision 
Making 


Autocratic Decision c 5 Participative Decision 
Making Making 


Rational [logical] vs. Intuitive [impulsive] Decisions: 

Another way of discussing decision making styles is by analyzing the underlying psychological process. We 
know that Allah has given us two mental spheres — rational and instinct brains — in contrast with HIS other 
creations that have only the instinct-brain. Different persons, however, use their facility in a different fashion, 
depending upon their personal perceptions [experiences] and the situation. Putting differently, one can 
identify three basic manifestations namely; rational decisions, intuitive decisions, and inclusive decisions. 
While rational and intuitive decisions are on the extremes of a continuum, inclusive decisions are moderate 
ones. It is because of the fact that inclusive decision-making process integrates rationality with intuition. The 
figure explains it. 


Inclusive Decision 
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Rational Intuitive 


Decision 


Decision 


Experience has shown that inclusive decisions are close to ground realities hence provide practical and 
sustainable solutions as compared to either rational or intuitive decisions. 


Problem Management Frameworks 


Scope and Manifestations: 
e Problems are opportunities in disguise. 
e Problems are challenging situations that may drag [impede] progress towards the goals, if not 
managed. 


Allah [Almighty] informs us of the [should be] response to problems in His Quran-e- Hakeem sent upon 
His last messenger [MuhammadS“4]: 
e Oh. Believers; in difficulty is the ease and surely in difficulty is the ease... 
e Oh. Believers; no difficulty you face but as a consequence of your own mistakes... 
e Oh. Believers; in times of difficulty you must adhere [resort] to Sabar [positive outlook] and 
maintain Salat [pray to your Lord]... 


Maxim: 
Problems turn into opportunities if tackled positively. Secondly, source of many problems is inward 
[internal to an organization or oneself] that needs to be corrected to fix the problem. Put it simply, 
one generally cannot change the outer situation, but can discipline [alter] oneself to deal with the 
prevailing conditions realistically [pragmatically] and successfully. 


Example: 
Problem: A firm losing customers to newly entered competitors in their market... 


Unrealistic Response 


Realistic Response 


New competitors have eroded our opportunities. 
They should not have been allowed to enter in the 
market, in the first place. 


New competitors have increased the expectations 
of our customers, yet we did not improve upon our 
product quality and service standards to respond to 
our customers’ raised expectations. 


We must kill the competitors at any cost to regain 
our customers [market share]. 


We should improve our product quality and 
service standard to regain our competitive edge 


over the competitors to regain our customers 
{market share] 

Target is well under self-control and can be 
accomplished with no difficulty. 


Target is difficult to impossible. 


Problem Management Maturity Model: 


This model is an attempt to provide a consistent basis for evaluating effectiveness of different problem 
management attitudes from the point of view of their resulting impact in the immediate environment. 


a. A scenario where problems keep on building up reflects the ignorant attitude towards problems 
management. Put it differently, problems are denied either at the subconscious level by the process of 
psychological distortion and selectivity, or at the conscious level by practicing rationalization, or excuse 
finding [blaming others]. It is typically [All is well...] or [It happens everywhere. ..] attitude. 


b. Another scenario in problems management is that although problems are recognized and deliberated 
upon but are not resolved until these become extremely urgent and inevitable. In simple words, this is delaying 
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solutions [decision making] until no options are left out but to salvage the situation. It is typically a [I will 
take care...] attitude. 


c. A culture where problems are recognized but not managed in a manner that appropriately modify their 
dysfunctional [loss bearing] impact and/or eliminate the root causes underlying the problems. In other words, 
problems are looked at from the surface only and solutions are accordingly identified and implemented, 
without recognizing the need for root cause analysis. It is typically [I know it...] attitude. 


d. Proactive approach is the ultimate in problems 
management. It aims to eliminate dysfunctional effect 


of problems by either preventing these from occurring 
or redressing these in a manner that optimizes gains. 
Put it differently, proactive problems management 


Problems are 
recognized, but 
solutions are delayed 


Problems 
are redressed at front 
end, causes remain 


suggests anticipating and reacting to the problems as 
neutral situations, which can either pose a threat or a 
subtle [hidden] opportunity depending on how it is 
approached. It is typically [If 1am OK, everything else 
is OK...] attitude. 


: Problems Problems 
Each stage in problems management portrays an keep on building aie euRverted 
improvement over its preceding stage. The arrow up for a big bang into opportunities 


identifies progression from one stage to the next. 
Organizations as well as managers can identify their 
positions on the grid and can determine future 
movements towards the ultimate destination — stage 
four. 


Realistic Problems Management Framework 

This framework suggests a step-by-step approach to manage problems. Generally, the steps need to be 
followed in the given sequence. However, sometimes the process may begin from later steps, especially 
when a particular problem becomes too obvious and so its solution. See figure below: 
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b. Accept the 
responsibility to 
resolve the 


c. Ascertain the 


impact 
f. Implement the 
solution 
d. Analyze the 
problem 
e. Appraise Sf 
alternate 
Exemplification: 
Stages Description Example 
Accept the Problem Problem Recognition Newly entering competitors are 
changing the way business is done 

Take Responsibility Interpreting problem from a Competitors are offering superior 


doable orientation: What can be 
done to face the problem 


product quality at the same price 


Define Problem Zero in focus on the core issue 


Company’s sales turnover 
[revenue] is shrinking as we are 
facing problems in retaining 
customer’s loyalties by not being 
able to provide relatively equal 
value for money as many 
competitors are offering. 


Ascertain Impact Defining qualitative and 
quantitative consequences of the 


problem in focus 


In last six months, average 
monthly sales turnover [revenue] 
is reduced to 50%; and in the same 
period, about 40% customers are 
lost to the competitors, while 
average addition of new customers 
shrunk to one third. 


Attempting to unravel the causes 
and root causes of the problem in 
focus 


Analyze the Problem 


Customer satisfaction level has 
come down as we are unable to 
offer delighting product quality; 
keep our prices competitive; and, 
maintain relations with loyal 
customers, etc. 
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Appraise Alternates Identifying different solutions to - Develop better customer 

remedy the problem in focus focus 

- Add innovative features to the 
products and reduce cost 
through value engineering 

- __ Invest in customer relations 


Implement solution Arranging [mobilize] resources to | - | Develop action plan 
implement solution(s) - Assign responsibilities 
- Provide budgets 


- Identify key performance 
indicators [KPIs] 


Assess improvements To monitor progress along the - | Change in customer attitude 
defined KPIs: Collect, analyze, and turnover 
compare data. - Reduction in customer drop 
outs 
- ___ Increase in sales 
Ascertain next action To determine / anticipate new - Competitors will launch a 
problems, as and when warranted. next generation technology 


- Competitors are likely to 
switch to buy and brand 
strategy to reduce prices 

- Customers are becoming 
more demanding. 


Questions to Ponder 

1. Decision making forms the very basis of management: Elaborate 

2. Discuss the scope of tactical decisions in business. Cite a few examples of tactical decisions 

3. Discuss the significance of out-of-box thinking in the decision-making process 

4. Compare the consultative decision-making process with autocratic and participative processes in 
decision making 

5. Evaluate the adequacy of Realistic-Problems-Management-Framework. 
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Decision Making Drill 


Background Information 
The ABC Manufacturing Inc. is a medium sized company that specializes in the manufacturing and assembly 
of mobile communication equipment. Major customers of the company are in the international market. The 
company is not unionized. 


A significant decrease in international sales of the company’s main product line has forced the management 
to consider relocation of half of the existing eight assembly workers to other locations in the organization. 
The management wants to be as fair as possible in its decision. As a first step, immediate supervisor will 
make recommendations with regard to possibly redundant workers, with approvals from the personnel 
manager and the plant manager. 


1. Selected personal data of the eight workers is appended for consideration. 


Male; age twenty-four; single; high school graduate; three years with the company. 

Male; age forty-three; divorced; four kids; high school graduate; six years with the company. 

Male; age twenty-nine; married; two kids; college graduate; six years with the company 

Female; age thirty-eight; married; three children; high school graduate; ten years with the company. 
Female; age thirty-eight; married; three children; high school graduate; ten years with the company. 
Female; age thirty-one; single; high school graduate five years with the company. 

Male; age fifty-five; widower; three adult children; high school graduate; ten years with the company. 
Female; age forty-nine; married; two adult children; high school graduate; seventeen years with the Co. 


So mono of 


2. The company has evaluated these workers on a number of factors, including productivity date and 
supervisory evaluation. The information represents the average performance for each of worker over the past 
twelve months. 


| 6. Good Average 
| 8. Excellent Excellent 


Scale: Excellent = 5 marks, Good = 3 marks, Average = | mark 


Instructions 
You are asked to make a detailed analysis of the available data and make recommendations with regard to possibly 
redundant workers. Give a brief justification of your recommendations. 
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the Company has decided to reduce its production capacity by half in response to 
shrinkage in international sales. Consequently, it is decided to relocate half of the 
existing employees to other departments. 


Recommended Analysis 


To rationalize the employee cost proportionate with projected reduction in 
production capacity. However, it is imperative to ensure the followings 
concurrently, namely: 

a) Retain all employees within the company and keep tem productive 

b) Maintain status quo in departmental productivity 


a) To prevent dissatisfaction among employees and subsequently 
lose them, through making decision that is perceived as 
justified, transparent, equitable and fair 


b) To ensure that most productive (skilled and competent) employees are left 
behind in the department so that productivity could be preserved. 


Selection of employees should be done on the basis of performance alone, 
without bias. Performance can be quantified in following dimensions [key 
performance indicators]: 


a) On the job productivity, such as; average number of units produced, cost 
reduction [wastage control], improvement in work efficiency and methods, 
etc. 


b) General productivity level, such as; supervisors [peers] evaluation, 
punctuality, discipline, teamwork, leadership skills, etc. 


1. Always beginning with END in mind, thinking out of box [creatively], and following a logical 
sequence in the decision-making process are critical pre-requisites to make good decisions. 

2. Asa first step define your decision goal, assess its impact significance to decide whether to make a 
decision or diffuse it. [Remember the goal should be holistic and realistic] 

3. Next step is to identify various considerations that need to be addressed [Remember sometimes 
considerations conflict with each other. In such a situation the remedy is negotiation between 
different considerations] 

4. Finally select the criteria. Criteria must be valid and reliable. [Valid criteria directly correlate with 
the considerations. Reliable criteria provide surety of outcome consistency every time] 


*Note: Using personal data, such as gender, age, family structure, etc. could make the decision look biased, 
unless substantive historic data is available to establish critical correlation between employees’ personal 
attributes and performance. 
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Organization Behavior 


Organizations are typically group of individuals who come together to engage themselves in a meaningful 
activity, such as commercial organizations envisage to generate revenue; not for profit organizations strive to 


cause social development, etc. 


Be it a commercial organization or social, its dynamics remain the same. As visible in the diagram below, 
organizational performance is at the core. Elements in the inner circle are referred to as organizational 
performance drivers, which include organization’s unique value system; administrative policies, structure and 
system that determine its capability; and the stakeholders. Permeable environment consists of external 
elements that influence the organization’s performance both directly and indirectly, which includes 
socioeconomic scenario; political, regulatory and technological system; and, the market customers, 
competitors and suppliers. Refer to the figure below: 


Permeable Environment 
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Organization’s performance largely depends upon synchronization of the internal elements within as well as 
with its permeable environment. Interestingly the relationship between various elements is reciprocal. Put it 
differently, change in the permeable environment necessitates corresponding change in its internal elements. 
For example, competition in the financial services industry has compelled financial institutions to continually 
expand their performance frontiers. In order to do this, financial institutions have diversified their products 
and services and have improved upon their processes. Financial institutions could not have achieved 
diversification and improvement, respectively, without enhancing and/or modifying their administrative 
capability (efficiency and effectiveness) and employees’ (stakeholders) input. 


The above example demonstrates two sets of organizational interventions namely; behavioral interventions 
and developmental interventions. While both the interventions aim to improve organizational performance, 
the former focuses on harnessing individual behavior while the latter aims to harness group behavior. 


Organization Process 

At this point it is clear that organization is a manifestation of interactive process between individuals amongst 
themselves and their permeable environment. The focus of an organization is of course to accomplish goals. 
According to Social Action Theorists, “People work together to accomplish their individual goals, it is this 
interdependence that leads to a common goal to stay together in an organization — organizational 
continuity”. Conventionally, however, it is considered imperative to 
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personal goals and strive to achieve organizational Organization System 

goals — efficiency, effectiveness, profits, etc. Cyrus B. 
Gibson in his book titled, Managing Organization 
Behavior contemplated, “We consider results to be 
the outcomes of an organizational system, and 
particularly to be aspects of the behavior of people in 
organizations and external causes”. Schematic 
diagram next, portrays this concept. 


Elements which cause behavior 


Behavior at Work 


External 
Elements 


Organizational Performance 


Arguing the over simplistic approach of his own model, Gibson presented yet another revealing framework, 
which he tiled, “The Complete Overview Model” (figure 1.3). This framework again emphasizes on the role 
of human behavior as pivotal on organizational results. However, he considers controlling the underlying 
causes critical to harnessing human behaviors. In this connection, he attempted to trace backwards the 
elements that influence human behavior. The front end element in his model is the Perspective, which in turn 
gets influence from multiple elements i.e. individuals’ personality make-up, inner environment, outer 
environment and the emergent relationships. 


Personality Makeup The external environment: 


“ oan ee e DIRECT Porter's five force competition | 
INDIRECT 2. Cognition (intellect & model, eel REST 
attitude) 
3. Emotions (impulse vs. 
anger) PERSPECTIVE BEHAVIOR PERFORMANCE 
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—Skills)________ disposition to compen Productivity, 

Formal Work Environment belnaiiere < function of Efficiency, 

1. Business purpose, perspective and Effectiveness, and 
objectives, norms and Feelings, performance. Competitive 
values — — ; — advantage 

2. Work technology, process, Motivation, Behavior leading to... 

INDIRECT system, structure and COMES Ot be Customers’ loyalty 
culture Perception, cera and Investors’ 

oF Halla policies and ere decisions, and eset 

4. Performance schon: Shae and 
reinforcements Psychological Sustained growth. 

ot contract. 

Emergent Relationships 

1. Cross functional 

SEMI relationships 
INDIRECT 2. Unions and associations 

3. Informal groups’ norms and Feed Back: Performance leads to reinforcement 

values and / or modification of the perspective 


Work Behaviors 

The term “Behavior” precisely refers to the decisions and actions taken by an individual or group of 
individuals in a work situation. Such as, what is right to do and what is not right to do on the job; what am I 
obliged to do and what not, etc. Work behaviors directly lead to the performance hence it is imperative to 
harness these behaviors for ensuring desired performance. 
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Now that we can define “Behavior”, let us establish distinction between individual and group behavior. 
Individual behavior relates to one’s ability and readiness to perform his or her job specific tasks. For instance, 
a sales person making sincere efforts in selling the product to the prospective customers is his individual 
behavior. Group behavior on the contrary refers to one’s ability and readiness to gel-in with other employees; 
cooperate and coordinate his or her performance in a group; last but not the least, to play his or her unique 
role in the group to help achieve collective performance. For instance, a sales person working 
interdependently with other sales persons for achieving the team’s overall sales target. See table 1.1 


Critical Behavior Anchors 


Individual Behavior Group Behavior 
1. | Attendance and Punctuality Balanced interests and positions 
2. _| Attention to work details Common goals 
3. | Consistency and stability Cooperation 
4. | Independence Coordination 
5. __| Job responsibility Enabling (service) attitude 
6. _| Personal integrity Group ownership 
7. _| Professional reliability Interdependence 
8. | Quality (Effectiveness) Shared directions 
9. | Rational outlook Gudicious behavior) Social behavior 
10. | Realistic approach (pragmatic) Team player per se 
11. | Timeliness (Efficiency) 
12. | Work discipline 


Furthermore, behaviors can be identified either as functional (constructive) behaviors or dysfunctional 
(destructive). Functional behaviors are those decisions and actions, which truly add value to an employee’s 
on the job performance, such as; attention to details, cooperating with fellow employees, etc. Destructive 
behaviors on the contrary are such behaviors that destroy the value of an employee’s on the job performance, 
such as procrastination or even ignoring work responsibilities and dysfunctional attitude. Having said this, 
supervision entails encouraging and/or boosting functional behaviors while curbing or blocking destructive 
behaviors. 


Work behaviors can be spontaneous or these may result in response to certain stimuli in the immediate work 
environment or to one’s own personality attributes. While spontaneous behaviors are more likely to be driven 
by one’s instincts and are difficult to harness. However, it is imperative to contain spontaneous behaviors to 
the possible extent. Reactive behaviors pose greater opportunities to be harnessed, hence merit more emphasis. 
At this point, it is important to understand that the cause-effect relationship between the stimuli and behaviors 
is not a simple one. But it is complex and abstract. It is complex because behavior in any particular situation 
is relatable to a more than one stimulus. For instance, one may be encouraged to perform in reaction to his or 
her peculiar value system (attitude) provided the immediate environment permits so. In other words, it is an 
enabling environment per se. Behaviors are also considered abstract because it is very seldom that two 
employees’ response is same to a similar stimulus, which means that the relationship between behaviors and 
the stimuli is uncertain hence abstract. In other words, one can estimate a response of a stimulus but can not 
precisely determine it in terms of the behavior that would follow. 


Foundations of Behavior 

Elements that influence behavior include the perspective at the front end; personality, inner environment, and 
emergent relationships at the back end. Perspective in itself is a complex element. It primarily consists of 
Assumptions, Perceptions, Feelings, Map of reality and the Psychological contract. The inner environment 
also consists of multiple variables such as Formal structure, Management style, Strategy and policies, 
Technology employed, Task (job design), and Physical layout, and organization culture, etc. Personality 
make-up (or people personalities) is made of Motives (motivation), Cognitions, Values, Knowledge and Skills. 
Outer environment include Economic conditions, Resources, Technology (access), external Culture, 
Regulations, Opportunities, Challenges, etc. Emergent relationships consist of informal relationships with 
groups and individuals within and outside the physical work environment. A description of each follows. 
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Perspective: By definition the word “Perspective” means one’s point of view, outlook, stance or a position 
on a particular issue or in a particular situation. Cyrus B. Gibson in his book titled, Managing Organization 
Behavior describes perspective as a set of dominant assumptions, perceptions, feelings, map of reality and 
the psychological contract. We may also consider motivation and attitude as additional variables of the 
perspective. Work environment is no different than a situation, particularly from the standpoint of an 
employee or employees. Hence, on-the-job behaviors are dominantly and continually influenced by 
employees’ respective perspectives. This follows that, to harness behavior the first level outside intervention 
possibility would be to alter or over-shadow the perspective. Altering perspective would be a longer term and 
entail a holistic approach. Whereas, over-shadowing approach is rather simplistic and can be done more 
quickly. A more detailed discussion is given under different intervention strategies. 


Assumptions represent employee’s concept of right and wrong, good and bad, legitimate and illegitimate, 
moral and immoral, and also difference between success and failure. Of course, these assumptions are 
primarily based on the employee’s typical personality make up, which either get reinforced or modified by 
the influence of their emergent group’s (informal relations) assumptions and the work culture, management 
policies, style, and reinforcement system prevailing in the work and social environments. 


Perception refers to what and how an employee interprets the work situation and relationships in the work 
place. Put it differently, whether an employee perceives the work valuable, fair, legitimate, and most 
importantly beneficial for him or her as an individual. For instance, some employees who fail to develop a 
positive perception take their work more of a thankless duty or a compulsion. Their behaviors would be 
limited to minimum actions. More importantly, the employee themselves would not derive any meaningful 
motivation [satisfaction and contentment] from the work itself and experience higher level of stress. No 
initiatives or improvement would be present in their performance. 


Feelings refer to mood. In other words, feelings are emotional manifestations of perceptions. Feelings in one 
way are the result of our unique interpretation of the situation or outcomes. Although feelings can be self- 
imposed, these affect behaviors quite significantly. For instance, when we are hopeful, we tend to perform 
with higher courage and conviction as compared to when we feel despondent While a lot depends on our 
attitude external stimuli also affect our feelings. A negative feeling can be influenced and converted into a 
positive feeling by an external stimulus and vice versa. For instance, a despondency can be converted into 
hopefulness as the immediate environment possess more opportunities and enabling work environment, 
which affectively increases the chance of one’s success. Such as a senior extends a helping hand to his or her 
associate while doing a difficult task. Presence of employee support and counseling system in the immediate 
work environment can help moderate employees’ feelings. 


Map of Reality refers to one’s understanding of what is happening around them and outside. On the extremes, 
this understanding could be a replica of the actual reality or totally divergent. However, interestingly most of 
the times the understanding is somewhere in between the two extremes, especially not totally divergent. This 
follows that certain gaps would exist between one’s understanding and the reality itself: So, what? We have 
basis to say that narrow the gap is between employees’ map of reality and the reality itself, better it is from 
the standpoint of employees’ chances to respond to the situation in a better way. For instance, better informed 
an employee is higher are the chances of being realistic to make better decisions or prevent problems and vice 
versa. 


Psychological Contract is an implied agreement between an employee and his or her work organization 
[management per se]. It is this agreement that affectively defines the reciprocal rights and responsibilities of 
the employee and his or her work organization. Equity is necessary between what the employee(s) and 
organization expect from each other. 


Gibson described the followings as typical contents of psychological contract 


What the employee may expect to receive and they may expect to give: 
Salary 

Personal development [and growth] opportunities 

Recognition and approval for good work 

Security through fringe benefits 
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e Friendly and supportive environment 
e = Fair treatment 
e Meaningful or purposeful job 


What the employee may expect to give and the organization may expect to receive: 
An honest day’s work 

Loyalty to the organization 

Initiative 

Conformity to organizational norms [culture and standards] 

Job effectiveness 

Flexibility and a willingness to learn and to develop 


Motivation by definition is a psychological urge to exert for the attainment of certain personal concerns such 
as motives [needs], values [sense of responsibility], fear, fun and peer followership. Motivation has its 
foundation in the personality make up. However, it gets influences from the immediate work environment as 
well as emergent relationships. Employees with harnessed motivation demonstrate higher commitment and 
responsibility to work. However, some times the motivation is divorced from the performance. Meaning to 
say the connection between rewards [reprimands] and work performance is broken. 


Core Influences: Now we shall look into back-end elements that shape work behaviors rather indirectly. The 
relationship is considered indirect because these variables do not change the work behaviors directly as 
opposed to the employee perspective, but alter the perspective. These include: Employee Personality; 
Emergent Relationships; and, the Immediate Work Environment. 


Personality is made up of beliefs and values, motives, emotions and cognition [intellect]. It plays a pivotal 
role in shaping employee’s work perspective. For instance, deep embedded beliefs and values in the 
employee’s personality are likely to influence his or her assumptions, map of reality, and motivation. 
Similarly, the employee’s cognitive orientation also affects his or her map of reality in other words thinking 
and perception. 


Beliefs and values are deep rooted facts and principles that control our assumptions and perceptions. These 
beliefs and values come from life long experience [success and failures], family and/or cultural legacy, 
religion per se, and also some times on the basis of intuitive and logical articulations. 


Motives generally manifest expectations, needs, concerns etc. especially that an employee brings to a work 
situation. Such as need to earn money, positive fear that encourages greater efforts every time, fear of losing 
opportunity [job], excitement to work and achieve, catching up with peers, last but not the least sense of being 
responsible to the society at large and the organization in particular. 


Emotions by definition are deep feelings of hopefulness or despondency; happiness or despair; courage or 
lack of it; etc. Recent studies have found that emotions also have linkage with moral consonance 
[conscientious behavior]. In other words, emotions by default control morality, for these are naturally pro to 
moral conduct/actions. In conclusion, emotions are powerful influence on employee’s perspective. Ironically, 
however, much of the emotional controls are internal to an employee’s personality. The influence of external 
stimuli is only to the extent of provoking emotions and harnessing their energy in a particular direction. 


Cognition is generically a psychological process of thinking, analyzing, synthesizing, and interpreting the 
information/data that is input in a particular situation. This process can be impulsive or rational. An impulsive 
process would mean responding urgently to a situation / information. Though it has its own advantages in the 
sense that it makes employees perform challenging task which otherwise they might not. It also makes 
employees become efficient. However, what it lacks is complete knowledge and assessment of the facts. 
Hence, the likelihood of making costlier decisions and less effective actions is much higher. On the contrary 
rational process would entail relatively delayed yet detailed response for it would compel searching of 
complete information, intellectual analysis of the pros and cons prior of making a decision or taking an action. 
Obviously delayed decisions and actions would be based on ground realities hence would be more effective 
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and sustainable. Whether an employee’s cognitive orientation is impulsive or rational would determine the 
effectiveness and sustainability of his or her perspective and behaviors. 


Emergent relationships refer to the influences employees receive through their personal or informal 
associations with other employees. It is also called as peer pressure or referent group pressure. This may 
include unstructured social circles within the boundaries of work organization, employee unions and 
associations, and relationships out side the work organization, etc. Generally, the individual employees 
succumb and subscribe to the referent group’s perspective because doing so provides strong sense of security 
and sometime prosperity to them. However, in fewer situations individual prevails over the group and work 
as catalyst in altering the group’s perspective. 


Immediate work environment represents the formal structure. It includes management orientation, policies, 
structures, rewards and punishment system, communication, and culture. 


Intervention Strategies 

Interventions are defined as planned external initiatives to harness employee-behavior pattern with a view to 
improve upon organizational performance. As we know that individual and group behaviors are somewhat 
distinguished from each other the intervention strategy also differs. Interventions that aim to affect individual 
behavior are termed as behavioral (OB) interventions. Similarly, interventions geared to alter group behavior 
are referred to developmental (OD) interventions. 


Intervention strategies refer to specific route to intervene to alter either individual or group behavior. These 
can be differentiated into three levels, namely: Direct; Semi Indirect; and, Indirect. 


Direct interventions represent actions directed towards influencing the employee(s) behavior through 
intervening at the perspective-level. It refers to the quick fix strategy whereby the intervener attempts to 
undermine or hibernate employees’ own perspective and gain direct control on his decisions and actions. This 
involves use of direct-supervision; exercising unquestioned authority vs. the employee; inculcating 
personified follower-ship through tactful use of stick and carrot; and, last but not the least denying employee 
empowerment in all aspects. 


While this quick fix strategy can efficiently control behaviors in the immediate scenario, it inhabits innovation 
in and ownership of the assigned performance responsibility; and, employee development. Furthermore, its 
efficacy is much dependent on the legitimacy of and supervisor’s ability to exercise authority. In short, it only 
suffices to modify the behavior temporarily and does not affect permanent change, which makes it expensive 
too. However, it is a recommended strategy to effectively deal in critical situations 


Semi Indirect interventions represent actions directed towards influencing the employee(s) behavior through 
the emergent group, such as Union Leaders, Peers, Social Leaders etc. This type of intervention is superior 
over the direct-supervision in case the manager lacks adequate legitimate authority over the employee(s). 


Indirect interventions include making appropriate modifications in the inner environment such as, formal- 
organization set up, personality-development through mentoring and training; gearing the recruitment process 
to select people having compatible value system; re-engineering organizational processes or formal 
relationships; fostering supportive culture and patronizing participated-management style, etc. 


Typical Intervention Grid 


Focus 


Individual Behavior Group Behavior 
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Strategles 


Direct Interventions 


e Direct supervision 
e Rewards and reprimands 
e Information censoring 


e Setting physical and psychological 
boundaries / controls 


e Coercive influence 


Cooptation 

Persuasion and moral-suasion 
Mandating and supervising interactions 
Mandating inter group meetings 


Coercive influence 


Indirect Interventions 


e Right person for the right job 
e Empowering individuals 
e Capacity building 


e Job autonomy 


e Balanced individual performance planning 
and assessment system 


e Positive work culture 


e Shared business directions and values 


Team building and bonding 

Group based rewards and reprimands 
Organization restructuring 

Business process reengineering / improvement 
Positive work culture 


Shared business directions and __ values 


Semi Indirect 


Tanto 


e Referent group / peer pressure 


e Collective bargaining 


{© Peer competition 


e Social circles 


e Exposure 


Referent group / peer pressure 
Collective bargaining 

Peer cooperation 

Social circles 


Exposure 


Question to Ponder 
Managers are facing challenges in managing employee performance: Discuss 

Discuss simplistic verses complex model of organization behavior. 

What relationship exists between the permeable environment and the organization and what are its 
implications on managing the performance? 
Cite examples of direct, indirect and semi-indirect interventions 


1. 
2, 
3. 
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Organization Structure & Communication Networks 


Organization Structure 


Organization structures (or design) are reflected in organizational roles, responsibilities and relationships. 
The core objective of organization structure is to create work groups with a specific task responsibility and 
accountability. Furthermore, the structures help define individuals’ roles with the work group. Integrating or 
sometimes balancing between coordination and job control form the basis of organization structure. 


Complex tasks requiring specialized skills are generally split into multiple sub tasks and shared by a number 
of specialists. For instance, computerizing business processes would require a business analyst, a system 
analyst, team of programmers, a quality assurance expert, etc. On the contrary simple tasks entailing 
generalized skills need not to be divided among so many individuals. For instance, a Bank Teller’s Job is a 
good example of a generalized task. 


Usually in case of complex and tasks that require specialized skills individual’s control on the output both in 
terms of turnaround time and quality is minimized, while the need for coordination across the team is at the 
maximum. In simpler tasks, requiring generalized skills the individual’s control of the output is increased 
many times and the need for coordination is at the minimal. 


Tall [administrative] structures are dominantly authority based — juniors reporting to the seniors. This type of 
organization structures had been advocated by Weber the pioneer of bureaucratic organizations. Here 
authority to make decisions generally lies at the senior most levels. Hence tasks are delegated but without 
authority. Even at times, junior employees are considered to be performing their jobs not as their jobs but as 
extensions of and on behalf of their seniors, hence, achievements are credited into the seniors account. The 
job contents are also minimized at individual level thus reducing the perceived and actual worth of job. These 
structures make organizational process slow and less responsive to its permeable environment. Sometimes 
these structures also serve as a tool to control people and their actions, as the emphasis in here is on disabling 
people from performing outside the routine boundaries. Resultantly, people become more focused on actions 
rather than results. 


Flat structures are in fact hybrids of tall structures, with the exception that job contents are enriched and 
enlarged as middle layers are removed or merged with the front layers. It also provides superficial satisfaction 
to the junior employees as they find them in direct relationship with the most senior person in the organization. 
Although these structures induce greater productivity in terms of work load per employee, synergy remains a 
question. 


Work Groups or matrix structures theoretically represent divergent thinking and approach in organizing the 
work. However, in practice some elements of administrative organizations do exist in here as well for better 
or for worse. Conceptually, the emphasis in these structures is shifted from authority to roles and 
responsibilities. Putting it differently, each individual can clearly distinguish himself or herself on the basis 
of his or her unique role and responsibility. Hence the chances to encourage focused performance and greater 
synergy are increased many a times. 


Types of Organization Structures 


Organization structures evolve along the organizational life span. Put it differently, as the organization grows 
over time, its structures must respond to its emerging complexity and requirements. Typically, one can notice 
structural evolution along two tangents, namely; administrative and functional specialization. 


To start with whether it is administrative or functional structures, two distinct levels are visible in matured 
organizations, namely; Corporate and Business. A typical corporate level represents the Board of Members 
(Owners) and the Senior Management mandated with steering the organization at strategic level. While the 
business level represents operating processes mandated to execute the operations on day in day out basis 
within the ambiance of corporate directions and policies. 
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Evolution of administrative structures can be visualized from a highly centralized hierarchy at one end of the 
continuum to highly decentralized hierarchy at the other end. A small enterprise with almost everything 
controlled / executed by the owner is an example of a highly centralized structure. As the enterprise grow in 
terms of volume and its operations get dispersed geographically its structure will automatically evolve into a 
more decentralized one with the founder owner either delegating more and more authority down the line or 
creating regional hubs with delegated authority. In both cases, hierarchy will be maintained. Administrative 
structures are typically characterized with generalists working as administrative arms with varied 
administrative authority depending on their locus on the hierarchy. Ironically, administrative structures are 
authority focused and do not recognize the importance of specialization. Hence organizations are inhibited 
by default to attain synergy and competitiveness. 


Moreover, there has been recognition that in typical administrative hierarchies the middle tiers are generally 
less productive and cause delays and distortions in the organization. The middle tiers also become instruments 
of dysfunctional organizational politics and cause demoralization of the front-end managers and employees. 


As organizations grow more complex and the environment becomes more competitive over time, organization 
structures inevitably tend to evolve along the functional specialization. Such as Marketing, Operations, 
Technology, Finance & Accounting, Audit, Quality Assurance, etc. Each functional hierarchy is empowered 
to make decisions in its domain. The corporate strategic plan and policies provide the very basis of aligning 
their respective directions and decisions at with the overall organizational agenda. 


These types of structures have an edge over the administrative structures in dealing with complex and 
specialized scenarios as these structures are more focused on a particular discipline / dimension. Hence are 
better empowered of causing organizational synergy. 


Cross functional teams and committees are the third variant of organization structures. These structures 
coexist within administrative as well as functional hierarchies. The very purpose of these structures is to deal 
with projects entailing cross functional expertise and interactions. While these structures are highly effective 
means to instill creativity and innovation in addressing unique scenarios, these are much prone to status 
incongruence and group think. Firstly, because in such settings people from varied background and status 
come together to work at the same level, while sometimes the organizational culture does not permit such 
interactions thus leading to serious issues of status incongruence and conflicts. Similarly, it is much likely 
that seniors would inhibit participation of their junior counterparts and compel them to succumb to their 
decisions. Nevertheless, the need for cross functional teams and committee can hardly be ignored in modern 
competitive environment. 


Communication Networks 


Communication is an important tool in the organizational environment that connects individuals across the 
organization, much needed for effective work coordination and control. Nevertheless, communication culture 
and how it flows inside the organization has impact on the organizational effectiveness and efficiency as well 
as the morale of the individual employees. Hence it is needless to emphasize the need to institute an effective 
and efficient communication network. 


Communication network is referred to the communication routes or channels through which people 
communicate within the organization. For building understanding of different variants of the communication 
networks, we discuss each separately: 


b. Top Down Communication 


Typical administrative organizations follow top-down communication routes to pass on instructions, 
decisions and feedback mostly in the form of judgements. Messages typically pass through respective levels 
strictly within the hierarchy. While this type of communication network is considered efficient for the top 
manager, it is machinist and bound to distortions. It also fails to allow the top manager to take cognizance of 
the real-life situation on the job as no down top information flow is available, so the top manager must decide 
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based on his or her bounded rationality. Such a system is not capable of encouraging participative work 
culture and coordination at the floor level as individuals are only not allowed to communicate laterally. On 
the political side of the organization, such a system does not inculcate trust and bond between the top manager 
and the individual employees hence lower the morale in general. This system becomes incompatible in team 
environment and matrix organizations. Nevertheless, top down communication is found very effective and 
efficient in dealing with crisis situation or correcting known dysfunctional behaviors. 


c. Two Way Communication 


This is an improvement over the former top down communication regime, though it also follows typical 
hierarchy for the messages to move up and down. Unlike the former, this regime allows individuals to 
communicate with the top manager or laterally but through the hierarchy. Meaning, all communication must 
route through administrative heads of the respective hierarchy. For instance, if an individual in a department 
has a need to communicate with his or her counterpart in another department must route the communication 
through his or her administrative head who then communicate with his counterpart in the other department 
and subsequently the other person then send the message down the line to the concerned individual. Counter 
communication would follow the same route. Again, one can say the regime is equally prone to distortion and 
delays. 


d. Lateral (Matrix) Communication 


Complex organizations requiring multi-dimensional interactions and coordination across the layers and 
processes are compelled to encourage individuals communicate vertically and horizontally. This allows 
individuals to efficiently coordinate their work across the organization’s value chain however it entails an 
adequate level of maturity and communication skills amongst the individuals. While this regime improves 
coordination, instills transparency and cause higher trust amongst the individuals and the management it could 
create chaos in case of communication overloads and mis-management. It is therefore the responsibility of 
management to build right perspective or context of the individuals across the organization so that they are 
able to interpret the information in the letter and spirit. To do this, the management should essentially 
prescribe communication norms and standards and encourage participative work culture so that all individuals 
remain on one page (same direction) and break any possible glass ceilings or status incongruences across the 
individuals and groups. The management should also try to discourage group think. 


e. Free Wheel Communication 


Country club type organizations usually follow free wheel communication. In this type everyone is allowed 
to communicate to anyone. The negative aspect of this is that much of the communication is based on 
grapevine and turns out to be garbage in the context of work coordination and organizational productivity. In 
short free wheel communication is a variant of lateral communication regime, least controlled. However, this 
type of network has the advantage of collecting subtle perceptions of the individuals about work and 
organization, and encouraging interpersonal bonding in a social setting. 


Conclusion 
Lateral communication is generally most advantageous type of communication network in the contemporary 
organizations. Nevertheless, top down and two-way communication networks also have their advantages 


when leveraged judiciously in typical situations. Likewise, free wheel communication is a good social tool to 
map subtle perceptions and encourage socializing across the individuals without regard to status incongruence. 


Questions to Ponder 


1. Organization structures and communication networks have significant impact on organizational 
performance: Explain. 
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What effect do different organization structures and communication networks have on the organization’s 
performance efficacy? 

What effect structures have on employee productivity and morale? 

What considerations managers should keep in mind in deciding organization structures and 
communication networks 
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Section II 
Organization Service (Environment and) Rules 
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Critical Incident II 


There is this conglomerate of yarn spinning, cloth weaving and garment stitching. The group sells yarn, cloth 
and garments in the local as well as in the international markets. It has now been in business for more than 4 
decades and occupies a dominant position in the textile industry of Pakistan. It all began as a small family 
enterprise. Three generations have succeeded in the business so far. The enterprise is ISO certified. 


While the group has one of the largest production capacities and consistently huge customer base both locally 
and internationally, it faces dire problems in managing consistent product quality, controlling production 
losses due to quality problems, delays in delivery and more than frequent turnover at the managerial level. 


The Chairman hired a consultant to diagnose the root causes of the circular problem facing the group. The 
consultant initially observed the following scenario and made the following recommendations to redress the 
root causes. 


Analysis: 
“ Distrust between management and employee 
“%& Managing process per se at employee level does not exist 
“& Competing work relationships 
“& General incompetence 
“ Employees were motivated for personal gratification 
“% No respect for service rules and regulations, and 
“ Individualism 
Recommendations: 
Key Words: 


e Competitive — Commitment 
coupled with capacity to continually 
strive to excel / improve 


Independent & Interdependent & e Interdependent — Assertive 


Competitive Competitive mindset leading to cooperative 
behavior — Enabling each other to 
excel / improve. Together improving 
holistically!!!! 


eIn competitive — Desire to 

achieve* more without capacity to 
Independent & Interdependent & excel / improve 

In-competitive In-competitive e Independent — Aggressive mindset 
leading to competing behavior — It 
undermines others rights with a strong 
belief that one has the right 

e to win over others. Put it differently 
it encourages eliminating others 


Building Constructive Competitiveness: 
The above paradigm suggests an evolutionary approach to building employees’ competitiveness across the 


group. This approach provides an objective basis to transform competing employees into a competitive team, 
which will then help the group eliminate unnecessary challenges it is currently facing in terms of employees’ 
performance and loyalty. 


The paradigm consists of four quadrants, each have varied effect on employees’ competitiveness: 
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- Independent & In-competitive quadrant represents individuals who operate from aggressive orientation. 
However, have no to very little commitment and capacity to deliver value. These individuals end up 
competing for personal goals only to nullify each other’s’ efforts. A good example is a group of 
independent players not having commitment and capacity to excel in the field. So, they end up competing 
internally while mostly losing the game to the opponents. Similar examples abound in the organization 
scenarios. 

-  Interdependent & Competitive quadrant represents individuals who operate from cooperative orientation 
and have higher commitment & capacity to deliver value. These individuals demonstrate potentials to 
synergize each other’s efforts into optimal group performance. A group of individual football players, 
each being champion in his respective position, play together in a complimenting fashion to win the game 
is an exact example. Similar examples abound in work organizations, transforming the organizations in 
to high value financial entities. 

- The other two quadrants represent transitory stage from the first to the fourth quadrant and also identify 
the two alternate routes to the transition. The Interdependent & In-competitive quadrant suggests that as 
a first step the individuals have adopted interdependent behavior. Now as a second step they need to 
build higher commitment and professional capacity to deliver value. The alternate route to reaching the 
fourth quadrant is that individuals as a first step build their commitment and capacity to deliver value. 
As a second step they move from independent to interdependent behavior. 


Ironically, on one hand the Group assumed that college education and past experience of the employees has 
already built their commitment and capacity and on the other hand Group ignores the fact that it is overly 
structured along the hierarchies thus fail to recognize the need for team building per se, although both are 
considered instrumental in initiating the change. It is therefore incumbent upon the Group to build capacities 
for creating high value impact, which requires rigorous efforts to continually inculcating professional 
commitment and capacity and team building. It is noted that similar scenario generally exists in other public 
and private sector organizations. 


Note: The above incident is based on actual study of two organizations one in the private sector and the other in Govt. 
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Work Supervision 


Introduction 

Managers in business organizations or elsewhere share one common role i.e. supervision. It is precisely 
defined as enabling and influencing others performance. Some describe this role as of “getting things done 
through other people” while others perceive it as of “facilitating others succeed on their respective jobs”. The 
former connotation refers to a typically autocratic mindset, which assumes that responsibility is of the 
supervisor, however, others help them in doing so. This follows that the ownership of the task and claim over 
the subsequent rewards is of the supervisor. The latter connotation refers to a participative mindset, which 
proposes that the managers’ responsibility is of enabling others while the responsibility of doing the work is 
of the employees themselves and so is the ownership and rewards for accomplishing the targets. 


Although the term “Supervisor” is more explicit of the role function, however, generally the term “Manager” 
is more acceptable to a lot many people. Therefore, in the following text we have used these terms 
interchangeably. 


Supervisory Perspectives 

Managers per se are born. This has been a myth for many even in today’s knowledge based society. The 
followers of this mythology associate business supervision with elite management group. Thus two dilemmas 
usually occur: firstly people climbing up on the organizational ladder are considered as effective supervisors. 
Not only this but that they are eligible for a managerial designation by default, for they occupy senior position. 
Secondly, the advantage of managers per se at the ground level is denied in totality, for it is against the ego 
of the manager per se to fold his sleeves and work with the employees. S/He instead prefers to oversee the 
employees from behind the closed doors hence fail to empathize with and develop effective influence amongst 
employees. Putting it in short, managers or supervisors and subordinates ought to be in two separate boats — 
after all managers are few elites and others are commoners. 


Besides the two supervisory perspectives cited above, it is ironically correct that to be a supervisor and to 
become a supervisor are two different realities. To be a supervisor is like inheriting the position by virtue of 
promotion or being legal heir of the owner. Both are common in Pakistan, particularly. For instance, a ranker 
remains a ranker in his or her capacity until he or she is promoted in a supervisory position. Perhaps with the 
change in the designation, his or her capacity automatically not only improves but he or she also develops 
effective supervisory knack. Likewise, invariably, owner-managers transfer their position in the enterprise to 
their next generation. Subsequently, the spouse, son or daughter assumes the position by heritage alone. On 
the other hand, to become a supervisor entails deliberate grooming and learning of an individual before s/he 
could perform effectively. This follows that a person needs to learn competencies in quite a few directions: 
namely, and people skills and supervision attitude [style]. Supervisors’ attitude especially towards people 
could be seen either as enabling or controlling. An enabling attitude reflects readiness to unleash employees’ 
potentials, empower them on the job, and harness their motivation. While controlling attitude reflects ego- 
centric urge to control the individuals and convert them into subservient personalities. A description of likely 
impact of the two supervisory attitude types on the employees’ performance is presented below: 


Short Term Profits Vision 

Relies on Controls Inspire 

Imitate Innovate 

Focus on Actions Focus on Results 

Monitor People Monitor Performance 
Give instructions Empower 

Cherish Status Quo Challenge The Status Quo 
Superior Team Player 

Do Things Right Do the Right Thing 

Status Identity Role Identity 
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Responsibility for Actions Responsibility for Results 
Respond to Instructions Initiate 

Disciplined Empowered 

Focuses on Maintenance Factors Focuses on Motivation Factors 
Asks How and When Asks What and Why 

Cherish Status Quo Challenges The Status Quo 
Do Things Right Do the Right Thing 
Conventional Soldier Team Player 


Supervision Framework 

This framework attempts to explore the supervisors’ key result areas and its underlying factors. A simplistic 
view is used to demonstrate the interactions of different factors that influence supervisor’s behavior and 
performance. However, in reality the interactions are complex (abstract and multidimensional). 


Typical Supervisory Process 

A typical enabling-type supervisor usually follows a three tiered process. The first step in supervisory 
process is “Envisioning”, second step is “Energizing”, third and the final step is “Enabling”. A brief 
description of each step is given below: 


Creating a picture of the future or a e = Articulating a compelling vision. 
desired future state with which people | e — Setting high expectations 

can identify and which can generate 

excitement 


Envisioning 


Directing the generation of energy, the Demonstrating personal excitement 
motivation to act, among members of & confidence Seeking, finding, and 
the organization using 
Psychologically helping people act or Expressing personal support and 
Enabling perform in the face of challenging empathizing 

goals 


Energizing 
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2 Supervisors’ Orientations 


Blake and Mouton, [Managerial Grid, 1964] identified two basic managerial orientations as “Concern for 
Task” and “Concern for Relationship”. This work provided an interesting insight into what makes some 
supervisors perform better than others. 


Task 
e The supervisor organizes and defines roles/duties for each work group member. 
e He or she further explains the task that members are supposed to do and when, where, and how 
they are supposed to do it. 


Relationship 
e The supervisor emphasizes and prefers to maintain close, personal relationships with the members 
of his or her work group, and maintains free flow communication. Also provide strong psychological 
and emotional support. 


The interesting part of this work is that it provided an objective basis for the supervisors themselves and to 
their bosses to evaluate supervisor’s specific orientations and subsequently bring about the required 
improvement therein. Consequently, Managerial Grid training became much popular for the development of 
effective supervisors [managers]. 


Supervisors Styles 
Many management scientists advocated different supervision styles either as prescriptions or descriptions. 
Amongst major prescriptive theories are; Theory X & Y presented by McGregor (1960), Likert’s 4 Systems 
approach [1967], The Parent — Adult — Child mode transactional analysis by Harris [1969], and the 
Contingency theory. 


Descriptive theories describe different supervisory styles, which can conveniently be put on a continuum, 
which represents supervisor-centric [authoritarian] on one extreme and employee-centric [welfare or free rein] 
on the other extreme. Of course, there are numerous descriptions that fall in between the two extremes, such 
as benevolent-autocrat, consultative, participative, and delegating styles. 


The four styles represent contingency style of supervision, which entails movement from one style to another 
depending on the nature of task, level of employees’ empowerment [maturity], and the need for relationship 
with employees. Four styles are recommended i.e. Telling type, Selling type, Participating type, and 
Delegating type. An analysis of each type and its corresponding scenario is presented below: 


1. Telling This is a high-task, low relationship style and is effective when followers are at 
a very lower level of maturity. 


2. Selling This is a high-task, high-relationship style and is effective when followers are 


on the lower side of maturity. 


This is a low-task, high-relationship style and is effective when followers are on 
the higher side of maturity 
very higher level of maturity. 


Supervisors Roles and Skills 
In the following grid a rather standard description of supervisory roles and their corresponding skills is 
analyzed: 
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Benevolence 
just decisions 


Ability to carry into the future 
Supervisors as catalysts Ability to enable others perform 


Ability to prevent and resolve problems 
Ability to provide direction [vision] and inspire 
Ability to continually educate and develop others 


Supervisors as positive force Ability to instill motivation, enthusiasm, and 
commitment 


Conclusion 

To be a supervisor and to become a supervisor makes the difference. One can learn to become and gain 
authority to prevail over people. However, unless change in attitude is accomplished no supervisor can 
become a successful supervisor. 


Questions to Ponder 


Supervision is considered an art as well as science of managing employees’ productivity: Debate 
Discuss the effects of various supervisory styles on employees’ development and morale 
Elaborate an effective supervisory process 

Sketch an effective supervisor’s roles and behaviors 


FR OSbS) = 
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Internal Work Environment 


Environment is referred to all such influences in the immediate work situation that directly or indirectly 
become basis for changing employee’s perspective hence work-behavior. These influences can be physical 
or intangible in their nature. In specific terms, work-environment is an aggregate of multiple factors in the 
immediate work setting that influence the performance (perspective to be more correct) of individuals as well 
as groups. Broadly it consists of following factors: 


- Management [managing] 
- System [Policies] 


- People 
- Process 


- The Job [nature of work] 
- Physical surroundings 


- Psychological surroundings 


- Culture 


- Communication [information] 


1. Management: 


Management [managing] includes many variables such as Managerial format; Assumptions about people 
[employees] and last but not the least Business agenda. Let us first look at a few manifestations of 


management [managing]: 


Risk(s) 


Manager Style 


Competitive Style 


Leadership Style 


Manager delegates his targets and 
provides resources to the 
subordinates to achieve on his 
behalf. Ultimately, he counts the 
performance of all others towards 
his own performance. 


Individuals [both managers and 
subordinates] strive to achieve 
their respective targets rather 
competitively amongst 
themselves. 


Coach facilitates associates 
towards successful performance, 
and acknowledges achievement. 


Everyone has role clarity and 
empowerment. Thus, managers 
focus on their responsibility, 
while the subordinate managers 
on their responsibility. 


Subordinates fail to accept 
ownership of the tasks for they 
cannot foresee their personal 
gratification, hence lack passion 
and responsibility towards 
performing their jobs well. 
Performance comes as a 
compulsion rather than 
motivation 


No relationship exists between 
the manager and his or her 
subordinates. It is likely that 
everyone competes internally 
thus de-synergize the 
organizational productivity. 


Lack of maturity amongst 
associates and administrative 
discipline may lead to chaos. 


Lack of role clarity, shared values 
[discipline], and job competence 
would lead to chaos. 
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Theory X and Y of (so in so) suggests that there are Type X managers and Type Y managers. The former type of 
managers subscribes to rather negative assumptions about employees, such as: 


They are lazy; dislike learning; improvement and work; de-motivated; lack professional integrity; 
etc. Later type of managers subscribes to many positive assumptions about employees, such as: They 
are interested; energetic; like to learn, improve and work; self-motivated and directed; have high 
degree of professional integrity. It is interesting to note that although these assumptions are more 
of managers’ own perception, however, empirical evidences suggest that these assumptions have a 
direct influence on employees’ work perspective and behaviors. 


2. Organization structure; Formal relationships and interactions; Business orientation; Tasks and 
responsibilities; Performance management and reinforcements; etc. 


Managerial orientation and style basically refer to the management’s assumptions with regard to managing 
business and people. The assumptions can be put on continuum. On one extreme are the assumptions based 
on theory X. and on the other side the assumptions are based on theory Y. Theory X assumptions generally 
manifest in controlling type managerial behaviors. While Theory Y assumptions generally tend to result in 
more humane managerial behaviors. 


Formal relationships and interactions are somehow directly dependent on the managerial assumptions. In a 
controlling managerial behavior scenario, the basis of relationships and interactions tend to be more on 
individual status and seniority. While in the humane managerial setting, the basis of relationships and 
interactions largely depends or task interdependence and teamwork. 


Business orientation of an enterprise has a significant bearing on the working environment hence performance 
of the individuals. It refers to the implicit aims and objectives of the business. A short-sighted profit centered 
business orientation will encourage short terms performances (selling attitude, for example). Whereas, 
business orientation with a strong vision into the long-term future along with a focus on the present will 
encourage sustainable performance culture (marketing attitude, for example). 


Task design and scope of responsibilities form the primary basis of individual performance orientation. This 
in nutshell refers to the type and variety of jobs assigned to an individual and the level of responsibilities one 
can identify in his or her immediate job setting. It is generally seen that a mundane nature of job leads to 
mundane performance and low job satisfaction. On the contrary, a challenging (fulfilling) job along with 
recognizable responsibility tends to result in superior performance and higher level of job satisfaction. 


Performance management and reinforcement system in vogue will have the most instant and direct influence 
on the perspective and performance of the individuals. A performance management system that manifests 
performance directions and standards tend to have a positive influence. While a performance management 
system that emphasizes efficiency and task completion alone tend influence from mundane to negative 
performance (productivity). Similarly, a directly linked performance reinforcement system also leads to 
superior performance and vice versa. 


3. Culture: 


Culture refers to a set of implicit rules and regulations of an organization, commonly referred to as shared 
beliefs, values and norms. Beliefs refer to common definition of success and failures in the context of business 
and/or organization; Values provide acommon scale to determine importance of a particular behavior or thing 
in a work setting; Norms prescribe shared standards of right and wrong behaviors. 


Some examples of shared beliefs in a work setting are: Profit is the back bone for a business to survive; 
Customers provide opportunity to make profit; Diversity is essential for continuity; etc. It should be 
remembered that organizational beliefs may not be universally correct, for these are only beliefs developed 
through unique legacies and experience that an individual enterprise (or the entrepreneur) encounters over a 
longer period of time. Hence, beliefs can differ from organization to organization depending on their 
respective legacies and set of experiences. 
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In a typical administrative organizational culture discipline (obedience) might be most critical factor; likewise, 
religious adherence to and maintenance of policies and procedures over a period a time is also considered 
right behavior. On the contrary, in a dynamic enterprise innovation and change are seen as essential behaviors, 
while maintaining status quo is seen as dysfunctional behavior. All this depends on a particular value system 
of an organization. Values also tend to vary from one organization to another for the same reasons as beliefs 
do. 


Whether an organization (or individual) should pursue tasks by following standardized processes or attempt 
to achieve the results in an ad hoc fashion reflect the norms. It is rather difficult to tag a norm either being 
right or wrong on its face. But it can be evaluated either as effective or ineffective with reference to its impact 
on the behaviors and performance. Once again, norms also differ from enterprise to enterprise (and sometimes 
from situation to situation) for the same reasons discussed above. 


4. Information 


Information reliability and validity are critical in obtaining superior performance. A reliable and valid 
information allows informed performance and vice versa. Similarly, time is also an important factor business. 
Timely information thus allows optimization of time and timely performance. In short, organizational 
information system has following dimensions, namely; Information Capturing, Information Processing, 
Information Storage, and Information Access. 


Work environment and Individual Performance 


Relationship between Work Environment and Individual Performance 

It is interesting as well as important to understand the relationship between Work Environment and Individual 
Performance. In most of the situations, the environment tends to influence the individual. However, in a few 
settings individuals tend to have a greater influence on the environment. Legendary leaders like Late Aga 
Hasan Abidi, Chairman of BCCI and Late Shaukat Raza, CEO of PSO who can rightly be put in the latter 
category. Thus, one can rightly conclude that the relationship is interdependent in most of the situations. 


Environment can be enabling or disabling. An enabling environment is one, where the individuals are 
encouraged and facilitated to perform their respective tasks successfully even with minimal capability and 
motivation. Whereas, disabling environment refers to a setting where the individuals fail to perform their 
tasks successfully despite their high capabilities and motivation. An organization with transparent system and 
documented procedures presents a reflection of an enabling environment. Our traffic system, on the contrary, 
is a good example of the latter: Even drivers with high skills tend to violate the rules on the streets. 


An overview of Systemic Interventions: 

Environment being one major influence on employees’ performance, its management is critical. A manager 
in letter and spirit has a strategic role of creating enabling environment for employees to be successful in their 
respective jobs. Managers’ actions in this regard are referred to as interventions. The interventions here mean 
ways and strategies to manipulate the environment with a view to modify the individuals’ performance (or 
perspective). In short, the manager should act as a catalyst by continually improving various facets of 
immediate work environment. Followings are a few suggestive interventions: 


1. System Redesign. This involves revisiting business orientations, processes, structures, and managerial 
style. Business process re-engineering (improvement) with a focus on improving job characteristics such 
as; sense of accomplishment, chances of successful performance, work control and empowerment, etc. 
The important underlying variables are coordination vs. independence. Any redesign attempt must 
consider above variables. | Organizational restructuring generally entails de-layering of organizational 
tiers. However, it can be the other way around as well. Restructuring should complement the job redesign 
rather than being done in isolation. 


2. Culture Change. This refers to modifying the work culture, to be precise work beliefs, values and norms. 
An effective method to change the culture is by demonstration of the target culture by senior management, 
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especially the President or CEO. Another option to bring harmony between organization culture and the 
individuals’ value system is to monitor the personal value system of every new entrant at the onset. Only 
persons with compatible mindset should be inducted into the organization. Thirdly, reinforcement system 
(rewards and punishments) should invariable be linked with adherence to and ignorance of organizational 
culture, respectively. 


3. Organizational capacity to manage information efficiently and effectively can obviously be improved by 
intelligently leveraging information technology. It is true that no manual method can outperform 
intelligent information system 


Questions to Ponder 
1. Research suggest that enabling internal work environment is must to attain sustainable 
performance: Discuss 


2. Discuss the rationality of a structured vs. unstructured internal work environment 
3. Discuss various components of internal work environment and their inter-play 
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Motivation 
Introduction 


Motivation is inner energy that increases the chances of excelling in whatever we do (think or make effort). 
Lack of motivation increases our chances to turn off the opportunities and perceptions too. In nutshell 
motivation makes the difference in our performance. 


Motivation is about knowing yourself (needs and expectations); knowing your environment; and rationally 
integrating the two in a meaningful fashion. Thus motivation is a process, more internal to oneself. 
However, others can work as catalyst in energizing the process. 


Manifestations of Motivation 
e = Feel energized. 
Feel in control of self. 
Begin to do right things. 
Begin to think positively. 
Improve quality of life. 
Make others motivated too. 
Perform better at work. 
Make more rational and balanced decisions. 
Deal with people and things positively. 
Solve problems with less difficulty. 


Basis of Motivation 


Rights Centered is the first level motivation. People at this level tend to focus on their rights viz. organization, 
spouse, family, friends, colleagues, seniors, juniors, society, etc. 


Persons at this level tend to excel in competing with each other with a view to maximize their personal gains. 
Putting it differently, they operate with a “Win-Lose” or “Competitive” mentality. 


Responsibility Centered is the second level motivation. People at this level tend to focus on their 
responsibilities viz. organization, spouse, family, friends, colleagues, seniors, juniors, society, etc. 


Persons at this level tend to excel in cooperating with each other with a view to enable each other succeed. 
Putting it differently, they operate with a “Win — Win” mentality. 


Service Centered is the third level motivation. People at this level have selfless urge to help others succeed 
— like a parent nurturing the child out of sheer feeling of love and affection. No personal reward is anticipated. 
Persons at this level tend to go an extra mile in doing favors or in extending a helping hand to others. Putting 
it differently, they operate with “Abundance” mentality. 


Content Theories of Motivation: 


Rationale: “Need Awareness — Anxiety — Behavior — Satisfaction” 


Maslow’s Hierarchy of Human Needs: 
HUMAN NEEDS... GENERAL FACTORS... WORK SPECIFIC FACTORS.. 


Self-Actualization. Growth; Achievement Challenging Job; Innovation 
Advancement Career Growth; 
Achievements at Work. 


Ego, Status and Esteem. | Recognition; Status Job Title; Merit Pay Increase 
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Self Esteem; Self Respect Peer/Senior Recognition; 
Work Itself; Responsibility 
Social. 
Companionship Quality of Supervisor; 
Affection; Friendship Compatible Work Group; 
Safety and Security. Professional Friendships. 
Safety; Security 
Competence; Stability Safe Working Conditions; 
Fringe Benefits; General Salary Increase; 
Job Security. 


Physiological. 


Air; Food; and Heating and Air Conditioning at Work; 
Shelter Basic Salary; Cafeteria; Working 
Conditions. 


Analysis: Here we attempt to critically examine Maslow’s motivation theory from the standpoint of their 
applicability in the contemporary work environment, especially in Pakistani business culture. 


This theory suggests that human needs have different manifestations, arranged in an ascending order. 
Meaning, each come into play (motivate) subsequent to satisfaction of the previous one. Accordingly, we may 
conclude that to motivate an individual [employee] especially over a longer period of time one needs to focus 
on satisfaction of a particular need at a particular point in time. For instance, in the early career stage satisfaction 
of physiological needs along with security needs would suffice to keep the employee motivated. As he or she 
rises in the career acquiring satisfaction of lower order needs, to motivate him or her one need to provide 
incentives to satisfy higher order needs, such as self-esteem, social status, and actualization. In other words, we 
have basis to conclude that tangible benefits i.e. salary and job security motivates in the early career but do not 
motivate later. While intangible factors such as social status, self-esteem and actualization motivate only at a 
later stage in career. In other words, only one or two types of needs have motivational effect at any particular 
point in time, which is much correlated with an individual’s [employee’s] professional career stage. 


Limitations 


Although the classification of needs and identification of their relationship with work motivation by Maslow 
is definitely commendable, however, the assumption that only specific type of need causes work motivation 
is not much valid. On the contrary, we observe in the real-world different trends. For instance, quite a few 
management trainees switch two to three jobs, sometimes even more, in the first couple of years of their 
professional career despite the fact that the packages being offered to them are generally competitive and on 
the higher side relative to other employees working in similar positions. On the other side, middle level and 
senior career professionals are also seen changing jobs for monetary increments besides other factors. 


In the above scenario, we have basis to say that the Maslow’s theory has following limitations: 

- The assumption that various needs motivate at different stages of professional career does not hold 
ground, as we see in the cited scenario that younger employees tend to switch their jobs in a short span 
for better working conditions and challenging nature of jobs. Similarly, middle level and senior career 
professionals are still motivated for monetary incentives, as they switch jobs. 

- Instead, we have basis to say that, all the needs influence work motivation along one’s professional career. 
Meaning to say that fresh graduates entering into their first job can be equally motivated for money as 
well as actualization and other need types from the very beginning of their careers, and so are the middle 
level and senior career professionals. 
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Herzberg’s Motivator-Hygiene Factors: 
a) Motivation Continuum 
Jobs that offer little challenge, Jobs that offer in abundance the 


achievement and Delighters challenge, achievement and 
advancement (Higher Needs) advancement 


Region of Indifference Region of High Satisfaction 


b) Hygiene Continuum 


Jobs that lack pay, security, 
working conditions and 


Jobs that offer good pay, security 


Must be and working condition and 


More is good 
(Lower Needs) 
Region of Dissatisfaction Region of Indifference 


benefits benefits 


Satisfaction is a state of mind in which a person becomes ready to make efforts (perform) above the routine 
standard or beyond the expectations. 


A few reinforcements that are likely to improve satisfaction are: 
e = High Self Esteem. 

Participative management system. 

Challenging and exciting work. 

Opportunities to excel in profession. 

Career advancement potentials. 

Perceived equity and fairness 


Dissatisfaction is a state of motivation in which a person begins to retreat from the work situation, 
substitute achievements at work with achievements outside, and subsequently leaves the occupation. 


Absences of a few reinforcements that are likely to induce dissatisfaction are: 
e Adequate or equitable salary. 

e Convenient working systems. 

e Congenial interpersonal relationships. 


Sense of Indifference is a state of mind in which a person neither experiences satisfaction nor 
dissatisfaction. In this situation, the person secures his continuity by maintaining his performance at 
minimum level with a view to avoid probable reprimands. 

While mostly individuals are motivated all the time to achieve one need (goal) or another, however, each 
individual has a unique perspective that makes his or her motivation or response to reinforcements different 
from the others even in similar situations. Therefore, we say that the relationship between motivation and 
performance in a typical work setting is complex and abstract. Put it simply, individuals are motivated for 
rewards [satisfaction of needs] but by and large they fail to get adequate urge to perform on their jobs. Hence 
locus of motivation related challenges is connecting the individual’s motivation with his or her work behavior. 


Cognitive Theories of Motivation: 
People are thinking, information processing and emotional beings. Their behaviors (actions) are the result of 


their specific personality makeup - attitude; beliefs; motives; emotions; and, cognition. In nutshell, “Value 
system: Beliefs; Attitude; Emotions and Cognition induce specific behaviors”. 


Expectancy-Theory 
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- People have motives and preferences towards a particular outcome, to which they attach a specific need 
satisfying value. (Valence) 

- People develop assumptions whether they can attain a particular level of performance in order to ensure 
the outcome. (Confidence) 

- People form a perceptual relationship between the expected outcome and their specific behaviors. 
(Expectancy) 


Equity Theory 
If people believe that they are being unfairly treated, the need to restore equity will arouse and they will be 
motivated to improve upon their present circumstances. Such perceptions arise when: 


- People grossly overestimate the value of their contributions. 

- People underestimate the value of reinforcements or may not give due recognition to rewards. 
- People grossly underestimate contributions made by their fellow employees. 

- People overestimate the rewards their fellow employees draw from the work organization. 


Goal Setting Theory... 

People exert efforts or behave in the direction that is consistent with their goals (aspirations). There are 
reasons to believe that Goals motivate people to move, for these provide a sense of direction and achievements. 
Hence it is generalized that: 


- Goals are direct form of inducements for human endeavors. 

- Higher goals provide even higher inducements. 

- Specific goals enable people to focus and move in consistent direction, leading to higher standard of 
performance and satisfaction 

- Reinforcements such as money; recognition; feedback etc. only motivates if these are directly 
connected with achievements of goals. 


Impact of Motivation 

In essence, motivation can be productive and counterproductive as well. Two variables are critical in this 
regard — focus and control. If the focus is on accomplishing from a long term and holistic perspective the 
impact of motivation on performance would then be much productive [beneficial], but if it is on achieving 
short term advantages only it is much likely that long term and holistic goals are sacrificed. For example, 
impulsively changing careers and quickly switching jobs might get extra money advantage in the short term 
but diminishes the chances of sustained career development in the long run. 


Control refers to one’s ability to demonstrate restraint [self-discipline] in harnessing motivation. In other 
words, it is about gaining control over impulse and instinct. In the absence of control, motivation would over 
power one’s rationality. For instance, fighting with lives and money to establish [Allah’s] law and order in 
the nation [world] is much rational. However, as one let go the control of his or her motivation, subsequently 
fighting becomes nothing but a source of prevailing over others or a gratification — a win-lose game. 


Motivation to Performance 

Relationship between motivation and performance is 
described as a multi-stage process. Each stage 
represents a  state-of-motivation. First stage of 
motivation is referred to as the state of “Cognizance”’. 
This stage is achieved when an individual recognizes 
or becomes aware of his or her motivation at the 
conscious level. This is followed by state of 
“Readiness”. Here an individual feel inclined 
[encouraged], feels confident and deems fit to respond 
to the motivation. Later on, comes. the 
“Responsiveness” stage. Here the motivation becomes 
effective, as the individual prepares to respond by 


Cognizance 
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identifying appropriate actions. At the final stage referred to as “Action”, the affective motivation is translated 
into [leads to] behavior. 


Motivation & Morale Development 

In traditional perspective of course needs alone are considered instrumental to motivation. Hence one could 
conclude that motivation is needs-based always. However, from another perspective, many other variables besides 
needs spur our motivation, such as attitude [seeing work as a responsibility]; fear; impulse; and fun (gratification); 
etc. Primarily development of these variables and which would dominate largely depends upon individuals’ 
respective conscience. Conscience also known as morality, provides basis for ones understanding of right and wrong 
and plays critical role in causing behavioral response to any particular situation. This concept is well endorsed by 
the findings of a researcher Lawrence Kohlberg! who successfully identified several stages of moral development, 
which much systematically unravels the relationship between stages of moral development and presence or 
dominance of an individual variable 


3 Level One: 4 Level Two: 5 Level Three: 
Pre-conventional Conventional Post Conventional 
Stage 1: Concern for physical Concern for others Stage 5: Concern for preventing 
consequences to self, approval of one’s (not violating) others 
especially to avoid behavior. rights and social 
potential punitive Concern for contract (obligation), 
consequences [Fear] conforming to legal for conducting oneself 


boundaries / standards in a morally correct 
Stage 2: Concern for satisfaction manner. 
of personal needs. Stage 6: Concern for confirming 
to the ethical principles 
such as justice; 
fairness; and equal 
human _ rights etc. 


Generalized Motivators 


e Need / desire centered motivation — It is the most widely accepted type of motivation. It suggests that 
individuals act [behave] in response to and in anticipation of satisfying their personal needs / desires. For 
instance, individuals aware of their needs / desires are likely to act in the direction that assures them satisfaction 
of their needs / desires notwithstanding the fact whether they follow the right way or wrong way. The limitation 
of need based motivation is that once the need is satisfied or future satisfaction is guaranteed unconditionally, 
such as mandatory annual salary raises etc., it ceases to induce work behaviors / performance. Major 
contributions into the dynamics of need based motivation are Maslow’s hierarchy of needs; Herzberg’s two 
factor theory; Vroom’s expectancy theory; Goal path theory; etc. The theories are clustered into two main 
streams, namely; content theories and process theories. Content theories focus on what motivates while the 
process theories deal with the secret of how motivation induces behavior. A detailed account of these theories 
is presented in the next module. 


e Value centered motivation — Individuals behave in response to their unique values. People with value- 
based motivation are likely to act as a result of being cognizant of their responsibilities. For instance, 
value such as, “professionals should always act justly” is likely to result in a disciplined [unbiased] 
behaviors. 


e Fear centered motivation — Fear can be defined as potential threat of loss [punitive outcome] as a 
consequence of misbehavior or indiscipline. Besides, fear is also a feeling of not being sure of if 
everything is done perfectly yet being positive [hopeful] of success on one extreme and losing all hopes 
to get success on the other extreme. Undoubtedly fear as a potential threat has significant effect in 
restraining or deterring individuals from acting in a dysfunctional [destructive, illegal, aggressive, 
immoral, etc.] manner. However, it does not encourage positive behaviors. For instance, late payment 
surcharges levied in utility bills compel people to pay they’re on the due date but do not encourage to 
pay any earlier. On the contrary, early payment discounts are likely to encourage payment of bills at the 
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earliest. Likewise, fear as uncertainty in conjunction with hopefulness prevents complacency and 
becomes instrumental in motivating for continuous improvements. However, fear as uncertainty coupled 
with hopelessness is a destructive feeling and could lead to withdrawal from the situation. 


e Impulse centered motivation — More like a child, at times we all are set to do things [set targets] but 
don’t know if it is important or not in making us successful. We reason it out [rationalize] as because 
everyone else is doing it [moving with the crowd] or find some even more creative reasoning. For 
example, college student’s hook-up to smoking either because of friendship with smokers or sometimes 
to present them more like a matured adult — a cigarette company even used to Sell its cigarettes by 
persuading its potential customers that they should come for the style and they will stay for the taste. 


e Fun centered motivation — Excitement in doing anything and immediate pleasure of winning are a few 
bases of fun centered motivation. In absolute terms both excitement and pleasure of winning are effective 
encouragements and reinforcements. However, ironically these variables in isolation make the person 
blind folded. S/he then becomes vulnerable to anything and everything without reasoning, whatsoever. 
Subsequently, it is much likely to go astray of one’s realistic purpose [goal] in life. For instance, an 
entrepreneur spends more time and resources on harboring creative ideas but failing to convert them into 
innovative business solutions. At the end of the day it would lead him or her to nowhere or even business 
closure. Fun centered motivation has a serious limitation in terms of its limited influence period. Put it 
simply, doing certain actions may cause extreme gratification at the onset, however, with repeated similar 
behavior the level of gratification tends to diminish from extreme through routine to boredom. 


Making Motivation Work: 
a. Extrinsic Reinforcement Dynamics 


Reinforcement Stimulus Response Consequences 


Such as, surety of 
Reward: personal gains as a : id Encouragement of positive 
rae . Continued positive : : 
Application increases the | direct consequence hehavior behavior (Note, for different 
likelihood of repeating of continued persons personal gains shall 
i : (performance) : : : 
positive behavior excellent have different manifestations) 
performance. 


Deterrence: Employee tends to 


Employee : : 
P oS Pee avoid dysfunctional ‘ ; ‘ 
appraising criteria ech iarieaienid Discouragement of negative 


quantifies both : : behavior 
ae negative appraisal 
positive and : 
: : marking 
negative behaviors 
(performance) 


Application decreases 
the likelihood of 
(dysfunctional) negative 
behavior 


b. Intrinsic Reinforcement Dynamics 


Improving motivation and morale through: 
e =©Value Clarification 
e Developing A Mission Statement 
e Identification of Roles. 
e Setting Goals and Objectives. 


50 | Author: Sohailuddin Alavi 


ICMAP 


Consequences: 

Self-actualization. 

Higher Self-esteem 
Self-discipline and Control. 
Focused and Directed Behaviors. 
Learning and Empowerment 


Implication for Managers 


The implication for managers responsible of others’ work motivation is that they should always try to develop 
a composite motivation strategy, which entails equitable and competitive compensation; job security; social 
status; self-esteem; and, finally opportunity for self-actualization through a combination of appropriate 
incentives, challenging job design, humane relationships and pragmatic immediate work environment. 


Absence of composite motivation strategy would encourage employees to compensate for their unsatisfied 
needs, which would be manifested either in increased job hooping trends; moon lightening; or distortion. 
While the first would pose challenge in retaining employees the effect of other two could be more intense, 
for it will directly affect their performance directions and productivity. For instance, when real actualization 
opportunities are not available yet the employee has a need to actualize, he or she will either engage himself 
or herself in some other outside activities thus diluting his or her commitment to the parent organization. 
Secondly, the employee may unconsciously or even consciously distort the meaning of higher order needs 
with gratification. For instance, unfortunately lots of our professionals have in fact distorted the concept of 
actualization with material gains alone. Consequently, their potential capability to bring about real 
improvements in the industry largely remains untapped. Moreover, as higher order needs are substituted with 
gratification [happiness], until the doses of incentives are continually increased it would be difficult to even 
maintain employees’ motivation — the analogy of delighted, more is better and must be applies. Besides, it is 
observed that gratification alone does not ensure real productivity. 


Therefore, it is also imperative that managers should make efforts to help employees perceive higher order 
needs in a correct perspective and to provide encouragement and opportunities to do so in order to ensure 
their productive work behaviors. 

Questions to Ponder 

1. Many performance problems are connected to lack of motivation: Discuss its rationality or otherwise. 


2. Motivation is an internal phenomenon. Discuss the role of managers in motivating employees. 
3. Discuss the positive and negative side of motivation. 


51 | Author: Sohailuddin Alavi 


ICMAP 


Recruitment and Selection Framework 
Context 


Organizations are obliged to adhere to the ‘Equal Employment Opportunity” in general. However, policy of 
positive discrimination (also referred to as affirmative action) needs to be followed in case of less advantaged 
segments of the society, such as persons living in under-developed regions; persons belonging to marginalized 
minorities; women when their current participation in a particular industry is less than their population; etc. 
Nevertheless, organizations are prohibited to induct children. 


All inductions have to be through open merit. The criteria for selection need to be objectively relevant and 
valid. For instance, for a University Instructor Higher Education in specific field is a relevant and valid 
criterion. However, for a rank and file position a university degree may not be so much relevant and valid 
condition. In short, the selection criteria must be substantiated with its connection to the incumbent’s 
performance based on historic data. 


Meaning and Scope of Recruitment and Selection 


a) The term “Recruitment” refers to the process of building a pool of potentially capable individuals from 
within and outside the organization to provide basis for filling various or specific job openings in the 
immediate or future scenarios thus maintaining the people-resources in line with the organization’s 
strategic business plans. 


In view of the scope established above, recruitment process includes typically the following activities 

- Inviting applications from a select group of potentially capable individuals from within and 
outside, based on Job Analysis data and HR Plans 

- Screening and short listing of received applications in line with specific job requirements / position 
openings 

- Periodically updating people-capability inventories internally and identifying suitable individuals 
for different openings in the future. 


b) The term “Selection” refers to the process of assessing the likely performance potentials of individual 
applicants and matching them with the job specifications and description of the position to be filled in 
the immediate or future scenarios and/or candidates’ suitability in the context of organizational value 
system (culture). 


c) Recruitment and selection process are integral part of a bigger human resource management function. It 
must therefore be conceived and executed in a holistic manner, for only then it can be managed 


advantageously. 
Figure 4.1 
AS apparent in the figure 4.1, Tecruitment and Pre Recruitment Recruitment Post Recruitment 
selection process essentially require input from the Stage Stage Stage 
human resource plan and position profiles. 
Subsequently, support is envisioned from Induction and 
: : oes Placement 
induction and _ placement, training and 
development, - performance management and HR Plans and Training and 
career planning processes in making the Budgets Recruitment Development 
recruitment and selection a success. — and 
Position Selection Performance 
Profile Management 
Career 
Planning 
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Generally, the objective of recruitment and selection function in today’s environment is to steadily hire 
human resources in diversified areas of business competencies, who are capable of filling current positions 
and also have potentials to provide for management succession at middle and senior levels, respectively, in 
the future. 


Recruitment and Selection Practices 


Challenges 
Organizations face a few challenges in pursuing the above objective in the given environment. Taking 


cognizance of the challenges is the first step towards tackling them successfully. A list of most frequently 
recognized challenges is given below. These challenges are identified in a focus group of human resource 
managers, which the author himself moderated. By no means, it is implied to be the exhaustive list. 

Too many applications received for a position but only few are usually relevant 

Notice period is not enough to replace 

Experienced persons are demanding 

High risk / Integrity issues 

Harmonizing Old vs. New hires 

Market based salary demand / price war 

Hard to judge people objectively 

Need for fancy titles 

Motivation for much more creative / empowered work situation 

Avert to verbal or written term commitment 

Applicants are largely scholastic in their aptitude rather than pragmatic 


Strategies in vogue 

Further to the above noted challenges, the same group also identified following strategies, their implications 

and practices: 

e Creating and maintaining superior Employer-Image 

e Selling jobs on the basis of long-term career prospects 

e Identifying and recruiting (hire) branded professionals from inside as well as outside the work 
organization, with a focus on to fill current management positions and with a vision to provide for 
steady management succession in the future. 

e Continually attracting and hiring potentially suitable fresh graduates as Management Trainees / 
Officers with a focus to fill front end positions and with a vision to preparing them for senior positions 
in the future. 


The above strategies are generally considered as instrumental in developing organizational capacity to: 

e Attract and retain branded employees at the management level and qualified fresh graduate as 
Management Trainees 

e Ensure induction of superior professionals from outside and inside at minimized lead time. 

e Provide sound base for management succession, internally 

e Minimize the dysfunctional effect of the hopping trend in immediate job market. 

Accordingly, the recruiting strategies are as follows: 

e Hiring trained persons externally at middle or senior level, at higher compensation packages 

e Hiring fresh post-graduates at front end as MTs / Officers 

e A few companies compensate low salaries with added fringe benefits 

e Innovative methods in employee (applicant) assessment are being identified and used. Such as use of 
psychometric testing and Competency Based Interviews by functional specialists 

e Selling the jobs trough on campus and off campus job fairs and specialized head hunting for senior 
level positions. 

e Internal referrals 


Comparative Analysis of Recruitment Sources 
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Internal Sources 


Job posting and biding: A method whereby existing employees (irrespective of their current location and 
position) are invited to bid for a job opening. Usually, job criteria are mentioned job previews thus 
enabling the employees to assess their suitability before applying for the position. 

Promotions: Junior employees are promoted to a higher position as and when a vacancy arises. The 
promotions are usually made on the basis of an individual’s respective seniority in his or her present 
position, qualification, experience, etc. In some organizations, promotions are predetermined and 
communicated to the individual employees thus allowing them to prepare themselves for the eligibility 
of promotions in the due course of time (also called as career planning). 


External Sources 

Solicited: Newspapers; Head Hunting Agencies; Co. web site; Job Fairs; Universities’ and/or colleges’ 
Placement Offices, Employee referrals, and Walk in Interviews. 

Unsolicited: Walk-in candidates. 


Comparative Pros and Cons 

Internal Sources: It is usually advantageous from the point of view of providing a long term career 
prospects to the existing employees. It is also generally seen more people oriented by the employees. It 
can be considered a basis for building loyalty. It is efficient in the sense that existing employees need 
lesser time to adjust to the new position as compared to an outsider. It is easier to evaluate the candidates’ 
performance potentials for the opening, as much data is already available inside. Finally organizations 
are able to make optimum use of the investment made on the employees training and development in the 
long run. However, such a practice is not free from limitations, a few of which are highlighted as follows. 
Organizations fail to overcome the feeling of bias and prejudice among the denied employees; 
organizations fail to instill new thinking thus synergy. Two major issues are involved in an organization 
promotes from within. First, the organization must have in place a strong training and management 
development program to continually upgrade the capacities of the employees for assuming higher 
responsibilities. Second the desirability of considering ‘Seniority’ as a sole or at least rather dominant 
basis for promotion. This may jeopardize the organization’s ability to recruit the most suitable individual. 
External Sources: The organization can access much larger pool of talented persons as compared to 
internal inventory. Outsiders often bring new insights and perspectives thus synergizing the organization. 
In the long run sometimes, it seems cheaper to hire trained/skilled persons from outside rather than 
investing big amounts on continuous training of the staff. Again, this approach is not free from limitations. 
Such as, attracting, evaluating and orientating outsiders is difficult and laborious process. Finally, 
recruiting from outside, especially at the middle and senior positions cause lowering of morale among 
existing employees. 


Approaches in Recruiting 


This refers to strategies often adopted to attract more quality applicants both from outside and inside the 
organization, thus improving the chances of selecting the optimally suitable individual(s). The strategies 
usually are as follows: 


Realistic Job Previews: This entail providing a complete information, both positive and negative aspects 
of the job, the job applicant. It helps reduce the chances of receiving and processing irrelevant applicants 
on one hand and lower probable turnovers. 

Organizational Inducements: It involves communicating the probable benefits of the position advertised, 
in order to attract more and more quality candidates. Usually, the most sought benefits are of three types, 
namely compensation system, career growth opportunities, and corporate image. However according to 
a study, more people are concerned for the Company Image rather than the position and its benefits. 
Demonstrating ‘Equal Employment Opportunity’: This helps build a positive image of the organization 
thus the chances of soliciting larger number of resumes. 


Selection 


Selection or assessment can be done in many ways, as follows 
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- Written tests 

- Face to Face interviews 

- Group discussions 

- On the job simulations/assessments 
- Structured games 


Whatever method is used for selection of employees, it is essential that the criteria for selection are Valid and 
Reliable. The term ‘valid’ here refers to the positive correlation between a criterion and chances of performing 
on the job. For instance, extrovert personality is generally seen as an essential criterion to predict candidate’s 
success on sales or customer care positions. And we usually have the data available to substantiate this 
hypothesis. It is important that HR department should endeavor to develop a comprehensive data base of all 
employees recruited in the past; their dominant traits and competencies; and the post induction performances. 
This would enable HR specialist to understand and identify the key traits and competencies required for a 
specific position. 


Reliability refers to the degree of consistency in evaluations by different persons or same person at different 
points in time. It is usually linked with how objectively the criteria are defined, enabling consistent 
judgements. An objective criterion is one that spell out a trait or competence in specific terms. For instance, 
Leadership Ability is much vague for this allows different people to define leadership in their respective 
perspectives. Similarly, it also allows an individual to define it in different ways as they move from formal to 
informal situation or higher to junior positions. On the contrary, if Leadership Ability is objective defined as, 
“Ability to set strategic vision, build teams, make innovations, etc. it would definitely remove the chances of 
many interpretations. Secondly it would also enable more transparent measurement of the ability. 


It is extremely important that whatever the selection criteria are chosen it should be valid and reliable. Doing 
so, the organization will increase its chances of selecting the right person on one hand and also making its 
selection process more legitimate and legal, which is hard to be challenged in the court of law. 


Typical Recruitment and Selection Process 


Typical recruitment and selection activities can be clustered into four basic groups, namely; position profiling, 
recruitment, selection, and induction. Although position profiling and induction activities do not directly 
come under the recruitment and selection but in many organizations these activities are also managed under 
the recruitment and selection process. However, the case may be, recruitment cannot be done successfully 
without the support of these two activities. 


Position profiling provides basic data for ascertaining the suitability requirements of the potential incumbents. 
It broadly consists of two tasks, namely; job analysis and risk analysis. Recruitment as an individual process 
helps accumulate adequate number of potentially suitable candidates for a position. It consists of job posting 
[soliciting applications], reviewing CV for eligibility assessment, conducting preliminary screening 
interviews and sort listing of candidates. Selection process begins subsequent to recruitment process. It aims 
to identify candidates amongst the available one, those with most potential to perform on the job It consists 
of structured evaluations [tests] and negotiations. Then comes the induction process into play. It manages to 
induct the incumbent in an amicable manner thereby increasing his or her chances to succeed on the job. It 
consists of documentation, employee orientation and placement. 


Typical Recruitment and Selection Process 


Position Recruitment Selection Induction 


Profiling + | _Job posting -Scholastic i -Agreements | 


; Job — -CV based test : -Orientation 
analysis H 


assessment -Personality i program 


-Preliminary teat -Placement 


interviews -Professional 
skills test 


-Job risk 
analysis 


-Short listing 


-Technical 
interview 


-Negotiations 
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Questions to Ponder 


Induction of the right person is the first step to ensure productivity: Discuss 
What factors would you consider in developing induction policy & strategies? 
What basic counters to look in the candidates while inducting? 

Who should ideally make the induction decisions? 


ho 
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Exhibit 


Position Profiling and Risk Analysis Template 


Step One: Position Profile 


Job / Position Title: 


Position Role: (How does the employee performance is likely to impact organization?) 


Position Goal: What the employee is expected to accomplish? 


1. Key Responsibilities / Results Areas: (In what directions performance is expected?) 


2. Key Performance Indicators: (How can performance be measured?) 


3. Generic Work Description: (Encircle the relevant tasks and their corresponding values. Later total the 
value in each category of work to arrive total category value). 


Data Value People Value __| Things Value 
= Synthesizing 0 Mentoring 0 Setting up 0 
ns Coordinating 1 Negotiating 1 Precision working 1 
ES Analyzing 2 Instructing 2 Operating / 2 
~ controlling 
iq Compiling 3 Supervising 3 Driving / operating | 3 
SI Computing 4 Diverting 4 Manipulating 4 
e Copying 5 Persuading 5 Tending 5 
3 Comparing 6 Speaking / Signaling | 6 Feeding / off 6 
. bearing 
A Serving 7 Handling 7 
= Taking Instructions / | 8 8 
Helping 
Note: Score 0 (zero) represents high value, while score 1 — 8 represent respective values in descending 
order. Value refers to financial worth of doing a task. 


Source: Department of Labor Work Functions Grid, US. 


4. Work Context (Describe the immediate work conditions, projected interactions, reporting and 
communicating lines, authority, etc.) 
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Identify various risks that are associated with the position: Possible health hazards for the employee such 
pollution, excessive exposure to harmful environment and possibility of injuries, etc. In organizational 
perspective risks may manifest in the likely hood of damage caused to equipment, vulnerability of fraud and 
forgeries at work and invasion of proprietary rights by employees, etc. 


5. Risk Analysis 


6. Key Competence Areas: 


Moral Value (Describe): 


Motivation (Describe): 


Attitude (Describe): 


Skill-Set (List): 


Knowledge (Describe): 


7. Personal Profile 


Articulate the corresponding experience, qualification, and personality orientation of an ideal incumbent: 


8. Indicative compensation package 
a) Salary range 


b) Perks and Benefits 
c) Facilities 
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Training and Development 


The term “Training” typically refers to any learning intervention whereby an employee or group of employees 
is facilitated to improve upon their performance at the current positions. The term “Development” on the 
contrary refers to the learning interventions through which an employee or group of employees is prepared to 
perform successfully both at a senior position as well as at the same position but in a different working 
environment, expected to emerge in the future. 


In nutshell both training and development interventions aims at upgrading employees’ competence. The 
former, however, has focus on the immediate learning needs while the latter focus on anticipated learning 
needs. The training interventions help upkeep the competence of the employees thus create and sustain 
employee productivity at higher levels, leading to a better equitability in what employees are capable of 
performing and what the organization pays to them in compensation. On the other hand, development 
interventions help organizations to upgrade and diversity the competence of employees on a longer time frame 
thus help continually increase upon their productivity to justify increasing cost of compensation in the future. 


Dimensions of training / development interventions 


a) Knowledge based interventions: These interventions has aim at building and upgrading employees’ 
knowledge base and conceptual understanding through disseminating concepts and other information in 
a multiple format, including information seminars; theoretical discourses; discussion or dialogue groups 
and even internal memos. 


b) Skill based interventions: These interventions obviously focus on building work skills typically both works 
related (technical) and soft (general) skills. Ideally these interventions are best made through interactive activities 
and experiential learning opportunities, such as workshops; games; etc. 


c) Personal development (OD) interventions: These interventions have rather different goals. Personal 
development aims at modifying, to the extent necessary and possible, individual employees’ values, 
norms, and behaviors in work place. Thus, grooming their professional attire to better suit their current 
and future job contexts and they become more acceptable within the group. Doing so, it is also 
envisioning to influence the overall group work culture. 


It is interesting to note that the knowledge and skill-based training or development interventions have their 
locus around the technical side of the job i.e. tasks to be performed. However, the locus of personal 
development interventions is on the job context. The former help employees perform their task with a 
precision while the latter help employees adjust to their job context in a better way. 


Development Process 


1. Learning process 
A typical learning process is somewhat similar to what is presented below: 


Fig 4.1 Experiment Trainee 
Validates Reinforces 


Trainee Identify Trainee Search Trainee Information Learning 


Learning Goals for Relevant Experiments 
(need) Information and Validates 
Information 
Experiment Trainee Rejects 
Invalidates Information 
Information 


Influences that stimulate and/or impede trainee’s learning process a 
a) Parent organization (or Manager): The manager has a critical role in stimulating or impeding the 


learning process. He may proactively set the learning agenda with the nominee participant, prior to his 
or her participation in the training program. On the contrary, the manager may give non-verbal messages 
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that reduce the value of training in the mind of the nominee participant. The former tends to help trainee 
perceive the training as significant and identify specific learning goals, while the latter tends to undermine 
the perceived significance of training hence distorts the learning goals in the minds of the nominee 
participant. The parent organization (manager) can also affect the learning process in the post training 
phase. As the participant returns from the training and is poised to do experiments of what he or she has 
been taught during the training, the parent organization can encourage the employee to do so in many 
ways. For instance, allow room for mistakes while the employee tries new methods or approaches at 
work; recognize innovations done by the employee in his or her performance reviews and give rewards; 
etc. By ignoring the above referred stimuli, parent organization may not only lose the opportunity to 
innovate and improve but also stubs the learning process at the middle. 


b) Training Organization (or Trainer): Although the role of parent organization and trainee motivation 
in stimulating or impeding the learning process is of critical importance. However, the training 
organization can also indirectly stimulate or tranquilize the learning process in many ways. For instance, 
explicit training objectives can help the participant relate the training to his or her real-life work situation; 
trainer behavior also can stimulate the learning to a great extent. 


2. Training process 
A typical training process is somewhat similar to what is presented below: 


a) Training Needs Analysis: TNA data serves as a compass for the next stages i.e. training design and 
evaluation. The efficacy of training design and evaluation largely depends on the validity of TNA data. 
TNA can be conducted in many ways. Firstly, TNA can be a derivative of strategic business and HR 
plans; reviews of the performance evaluation reports of the employees in general can also be a useful 
source for deducing TNA data; sometimes even recommendation of the immediate supervisors and self- 
solicitation by the employees also provide a reliable basis for constructing TNA data. 


b) Training Design: Training design consist of several segments, namely; 
- Training contents 
- Training methodology and process 
- Training resources (faculty and material) 
- Training venue and environment 


Evaluation 


Training evaluation essentially focuses on evaluating the learning occurred. It is imperative to mention here 
that the learning varies from individual to individual. Hence, while evaluating the training from learning 
orientation the focus should be on the group as a whole. This is because every participant comes from different 
back ground hence his or her perspective is different. There is a possibility that a few participants already 
knew what was taught in the training program, while other were totally alien to the concepts. Likewise, it is 
also possible that for few the training proceedings were highly relevant to their immediate work, while for 
others these were not directly relevant hence, they did not concentrate as much in the training. It is important 
to understand that learning is complex function of many variables hence the evaluation dimensions must be 
holistic besides being reliable and valid. Training effectiveness can ideally be measured on the following 
dimensions to conform to the above requirements. 


1. Scope 
- | Whether the training program challenged the existing perspective or competencies? 
- | Whether the training program has reinforced existing perspectives or competencies? 
- | Whether the training program added new dimensions to the perspective or competencies? 
- | Whether the training program provided basis for required paradigm shift in perspective or 
competencies? 


2. Relevance 
- | Whether the training program outcomes are applicable on the job of the participants? 
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- | Whether the training program outcomes support career advancement of the participants? 

- | Whether the training program outcomes are valuable for the organization? 

- | Whether the training program outcomes support personal development such as confidence, values 
and attitude, self-esteem, motivation and moral? 


3. Reaction 


- | Whether the training program was taken positively (enthusiastically) by the participants? 

- | Whether the participants worked through the training sessions proactively? 

- | Whether the participants demonstrated seriousness and commitment to training? 

- | Whether the participants felt excited about the training in general and showed eagerness for further 


training programs? 


Process 
Indicators 


1. Training needs 
analysis 


Program 
development 


Trainer(s) induction 
Trainees selection 


Training logistics 
planning 


Intervening 
Indicators 


Learning needs and 
training contents... 


Trainee motivation and 
involvement... 


Training environment: 
- Trainer suitability 
- Trainee suitability 
- Time frame 


Learning opportunities 
Training materials 
and activities 
Methodology 
Connectivity with the 
real world 


Terminal 


Indicators 


Improvement in 
knowledge, skills and 
understanding... 


Chances to apply the 
learning at work... 

- Trainee ability 

- Group adaptability 
- Organizational need 


Potential advantages of 
application at work: 

- Individual level 

- Group level 

- Organization level 


Another important dimension of training evaluation is the efficiency of training interventions. This has focus 
on evaluating how efficiently the input resources are utilized in any training intervention. The following 


framework elaborates inter-relationships between various variables: 


Process 
Indicators 


Marketing: 

- Pricing strategy 

= Promotion strategy 

- Corporate relations 

Operations: 
Organization 


structure 
Empowerment and 
delegation 
Capacity utilization 
Cost allocation and 
expense policies 


Intervening 
Indicators 


External: 

- Price 
competitiveness 

- Average participants 

Internal: 

- Number of training 
programs / hours 
Average training 
expenses (Honorar- 
ium, Training Mat- 
erials Logistics) 


Terminal 
Indicators 


External: 

- Real and perceived 
price advantage 
Real and perceived 
product value 

Internal: 
Average training 
days per employee 
Average training 
days per month 
Average contribution 
margin 
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1. An effective training and development environment aim at attaining continuous learning and 
improvement in employee capacity. Discuss 

2. Discuss the fundamentals of training process 

3. Discuss the roles of the participants, their immediate supervisors and the training institute in 
making training a worthwhile investment. 


Questions to Ponder 
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Exemplary Employment Policies & Rules 
1. Rationale 


Employment policy should aim to attain the following objectives 
a. Equal opportunity 
b. Merit 
c. Equitability 
d. Transparency 


2. Context 


All employment contracts shall be compliant with laws, regulations and policies in vogue, without prejudice; 
and are entered into with mutual consent. Unless otherwise expressly stated and agreed upon in the contract 
the usual terms and conditions set out by the organization shall be binding on both parties. 


3. Types of Employment Contracts 


All employment relationships shall be on contractual basis, with or without renewable terms. In general, 
following types of employment contracts shall be offered: 

a. Long term (3-year) renewable contracts (““LTRC’) 

b. Short term (Max | year) renewable contracts (“STRC’’) 

c. Short term (Project based) contracts (“STPC”) 

d. Voluntary Engagement Contracts (“VEC”) 


4. Employment Definitions 


REGULAR FULL-TIME: Incumbents hired on LTRC and STRC basis are defined as (“Regular’’) 
Incumbents of INJAJ Pakistan. Such Incumbents are required to comply with general employment conditions 
framed from time to time. The Incumbents shall have to successfully fulfil the required employment criteria 
and successfully complete probation period before offered regular employment. 


PROBATIONARYS: Incumbents are hired on probation. Initial probation period is three months maximum. 
Incumbents’ performance is evaluated on fortnightly basis to assess the behavior, competence and 
performance to assess whether or not s/he is appropriate candidate for regular employment in a specific 
position with the organization. Incumbents who demonstrate or otherwise sufficient suitability for the 
employment shall be notified accordingly, in writing. Probationary Incumbents shall be eligible for a 
monetized monthly compensation with no additional benefits, whatsoever. 


CASUALS: Incumbents those who have established an employment relationship with the organization but 
who are assigned to work on an intermittent and/or non-predictable basis. Casual incumbents are paid 
monetized compensation per month or part thereof but are ineligible for the other benefit programs of the 
organization. 


CONSULTANTS: Consultants hired on STPC basis are offered temporary position in a project. The 
consultants are assigned specified work-days/hours, which they are required to put in the project during a 
specified period. They are paid for the assigned work-days/hours either in full or in piece meal upon providing 
the required deliverables at the assigned rate. Consultants may be allowed to work on-site and/or off-site. 


VOLUNTARY RESOURCE: Incumbents’ services are solicited on pro-bono basis to facilitate specialized 
tasks, such as Mentors and Trainers. Standard selection and recruitment criteria shall be adhered in hiring the 
voluntary resource. Similarly, objective performance appraisal shall be conducted at the culmination of their 
task and their subsequent solicitation shall be based on their performance ranking. 
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5. Entitlements 


Employment | Type of Maximum Compensation Fringe Contributions 
Contract Period per Benefits 
term 
Regular Long term 3 Years Salary As per As per policy 
renewable position 
contracts 
Short 1 Year Salary Standard None 
renewable 
contracts 
(‘STRC”) 
Consultants Short term Project based, | Fee None None 
(Project with specific 
based) tenure 
contracts 
Voluntary Voluntary Task based None None None 
Resource Engagement 
Contracts 
(“VEC”) 
Probationary | Probation Three months | Monetized None None 
with options Salary 
to induction 
as regulars 
Casual Interim Daily basis Monetized None None 
Contract fora Salary 
maximum 
period of 89 
days 


The organization make all the efforts to ensure that the working environment, salary and benefits and career 
opportunities it offers to the Incumbents are competitive with those offered by other employers in a similar 
category. Nevertheless, if Incumbents, at any point in time, have a grievance they are encouraged to approach 
CEO. It is the responsibility of the employee to make sure that his or her grievance holds sufficient grounds 
before putting it up for discussion and/or resolution. 


General Conduct 


The organization places high priority to its corporate and social responsibilities towards its constituents 
(institutions and trainees) and Pakistani community at large. It is therefore expected of every incumbent to 
take cognizance of the corporate and social responsibility while delivering any service; demonstrate respect 
to the social and religious values of the constituents; maintain congenial working relations; and last but not 
the least, optimize service value. 


a. Work Ethics and Conflicts of Interest 


The organization commits to always comply with all applicable laws and regulations and expects its directors, 
officers, and incumbents to conduct all activities in accordance with the letter, spirit, and intent of all relevant 
laws and to refrain from any illegal, dishonest, or unethical conduct. Furthermore, incumbents are mandated 
to conduct business within guidelines that prohibit actual or potential conflicts of interest. 


The organization defines “Ethical or Responsible Behavior” as being able to assert own rights in a manner 


that does not undermine rights of others. Furthermore, the incumbents’ behavior must also conform to legal, 
moral and social contract. Incumbents are expected to must demonstrate ethical and/or responsible behavior 
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with the constituents, organization, co-workers and society in general. In a situation where it becomes 
difficult to determine an appropriate course of action, the incumbent should discuss the issue openly with the 
immediate supervisor, and, if necessary, with the Head of the Department, for further advice and guidance. 


Compliance with the policy of work ethics and conflicts of interest is the responsibility of every incumbent. 
While The organization is confident that incumbents will respect this standard of business ethics and conduct; 
disregard or failure to comply may lead to disciplinary action, up to and including possible termination of 
employment. 


Incumbent is responsible for the accuracy and correctness of information contained in the “Employment 
Application”, as well as other personal data presented in the due course of time. Any misrepresentations, 
falsifications, or material omissions in any of this information or data may result in the exclusion of the 
individual from further consideration for employment or, if the person has been hired, termination of 
employment. 


b. Work Relationships 


The organization aims to foster interdependent work culture within its ranks. Team work is highly encouraged 
while solo performance is not appreciated unless otherwise the task entails. Team work is described as a 
working relationship where everyone contributes unique (diverse) value and also enables each other to do so 
thus synergizing the whole team performance. Every one doing everything is not considered team-work. 


c. Work Schedules 


The normal work schedule is 9.00 a.m. to 5.00 p.m., Monday to Friday. The management may, however, 
consider in certain circumstances to allow “Flexible Work Schedule” to all or specific incumbents, if deemed 
productive for the conduct of their assignments. Incumbents are expected to plan their daily work activities 
in such a manner that the work is completed within the work schedule. However, they may be required to 
work beyond the work schedule when necessary. 


Incumbents should arrange to report to their work stations preferably 15 minutes before the start time and 
occasionally not later than 15 minutes past the scheduled time. Incumbents are also expected to maintain 
punctuality of their attendance. However, we recognize the personal casualties of the incumbents. Therefore, 
occasionally incumbents may avail casual leaves of absence, but not for more than 3 consecutive days. 
Preferably an advance approval in this regard should be taken however, in case of emergencies the incumbent 
should notify of his or her absence via email or phone to the immediate supervisor or any other responsible 
person followed by initiating retrospect-approval. In case emergency prevails beyond 3 days, the incumbent 
should initiate request for approval of medical or annual leave of absence. Ignorance of above guidelines may 
lead to disciplinary action against the incumbent. 


d. Confidentiality 


Incumbents are not eligible to access all information of the organization operations. They can access only the 
information relevant to their work responsibilities. Some information will be to all on the dashboard / in 
printed form. Such as the organization’s activities, patents, customers’ list, etc. Nevertheless, incumbents 
shall be responsible to keep all the information that comes to them in the due course of work confidential and 
must not divulge upon the same in public, unless otherwise instructed by the company or required by the 
competent authority such as Court of Law. 


e. Meals/Prayer Breaks 
Lunch breaks are available between 1:00 p.m. to 2:00 p.m. Incumbents are advised to make arrangements to 
perform their mid-day (Dhur) prayers during the same break. Incumbents may avail 15 minutes break to 


perform their evening (Asr) prayers when it falls during the usual work schedule. It is expected that the 
incumbents will compensate the 15 minutes break by working longer at the close of the day. 
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The organization commits to demonstrate professional environment at its offices. Nevertheless, it does not 
prescribe uniform or standard dress. Rather it mandates a dress and appearance guidelines, which apply to all 
incumbents. 


f. Personal Attire & Conduct 


Clothing: Incumbents must make arrangements to wear cloths, which are formal dresses suitable to 
present themselves as upright and sober professionals. Incumbent may choose to wear 
casual-smart cloths. However, cloths should not be fancy, vulgar, provocative, and extra- 
casual. Nor the incumbents should contribute in fostering show-off culture. 


Grooming: Incumbents should adhere to cleanliness, neatness and hygiene standards at all times. 
Incumbents are encouraged to use perfumes / deodorants however, they must not overdo it. 
Ladies shall avoid wearing party make-ups. Men shall keep their hairs and beards / 
mustachios properly trimmed and combed all the time. 


Dialogue: Incumbents should always use an appropriate language while greeting and communicating, 
either in person or over the phone. Give full attention to the constituent by listening and 
understanding his or her message. Always confirm their understanding of the message 
before responding. Make all efforts to provide correct and complete answer/solution to the 
constituent. Should you must refer the constituent to another person, you must do it 
promptly. Avoid general or out of scope discussions. 


Smoking: Smoking is recognized as injurious to physical and mental health of the smoker as well as 
of the individuals in the vicinity. Therefore, all offices / work stations and events of the 
organization are declared as “No Smoking Areas”. Violation may lead to disciplinary action. 


g. Use of Facilities 


The organization has provided physical facilities and equipment to aid the performance of incumbents. Such 
as work stations, computers, access to internet and intranet, telephones, lightening and air conditioning, etc. 
Incumbents are entitled to make use of the physical facilities in the due course of their work in most 
appropriate, efficient and effective manner. Inappropriate, extravagant and misuse of the facilities would 
amount to “Abuse” and would make the incumbent liable to make good of the losses thereof or disciplinary 
action or both, as deem fit. 


h. Visitors 


Incumbents should encourage the visitors to take prior appointment to avert disruption in their work activities. 
Incumbent should provide visitors’ information to the Security in advance. This will help the Security to clear 
the visitors promptly. Unauthorized visitors are prohibited from entering in the premises. Incumbent may also 
receive personal visitors occasionally. Similar security check would be done for them as well. 


i. Closure of Employment Contract 


The organization while encourages perpetuity of employment contracts. Nevertheless, the contracts may be 
severed either by the company or incumbent at future date, if deemed necessary. 


Resignation 


Incumbent who wishes to close the contract at his or her own accord may resign by serving a prior ‘Notice of 
Resignation” of not less than 30 days. The company, however, reserves the right to accept or reject the 
resignation and may extend or reduce the notice period requirement, as it deems fit. In case of not completing 
the notice period in full or part thereof, the incumbent shall deem to have agreed to pay gross salary in lieu 
of the full notice period or part thereof, as the case may be. The company shall not issue experience letter to 
incumbents resigning within first year of their employment contract. 
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Involuntary Closure 


The organization reserves the right to severe the contract(s) if deemed necessary by the circumstances in 
vogue: 


1. 


ii. 


Disciplinary Action against an incumbent may lead to closure of the contract by the company. It is termed 
as “Discharge”. In this case, depending on the nature of disciplinary action and the underlying 
misconduct of the incumbent the company reserves the right to make decision whether or not to pay the 
usual terminal benefits to the subject. 

Any other inevitable circumstance(s) may entail closure of the contract by the company. It is termed as 
“Lay Off’. In this case the company shall be liable to pay full terminal benefits as per usual policy / 
practice, including pay for the notice period if the incumbent is laid off with immediate effect. The 
company also reserves the right to decide paying ad hoc terminal benefits in addition to the usual terminal 
benefits with a view to make the incumbent as comfortable as possible. 


Full and Final Settlement 


Incumbents are relieved from the services upon full and final settlement of reciprocal claims: 


Incumbents are responsible to immediately surrender all properties, materials, or written information 
issued to them or in their possession or control. The company reserves the right to withhold from the 
final pay check and terminal dues of the incumbent, the cost of properties either not returned or damaged 
by the incumbent. The also reserves the right to take legal actions deemed appropriate to recover or 
protect its property. 

Gratuity shall not be admissible to incumbents who have not completed six months or less in the 
employment. 

The company shall make all efforts to pay the final pay check and the terminal dues within reasonable 
time. In this regard, the incumbent is also expected to cooperate. Failure to do so may stretch the full and 
final settlement. 
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Compensation and Benefits 


Compensation Framework 


The organization leverages compensation as a strategic tool to direct individuals’ and group performance. 
Having said this, the organization’s compensation is well integrated within the performance management 
framework. At present standard compensation ranges are used to determine Gross Salaries at all positions. 
This model is excessively discretionary and subjective. Furthermore, it does not provide explicit correlation 
with the required performance. The framework has its premise on the following rationales: 


a. Value for money 
b. Fair and equitable 
c. Competitive 

d. Team based 


The organization is cognizant of its donor driven status and is committed to optimize each rupee-value spent 
vis-a-vis its object clause. Incumbents’ compensation is also an integral part of overall expenditure strategy. 
Hence, the organization envisages that the Incumbents’ compensation must yield value for money. This is 
achieved through maintaining equity between what value a team or an employee delivers and the 
compensation paid. Nevertheless, the organization is also committed to pay fair compensation as per the going 
rate in the market and achieve horizontal and vertical compensation equity within and outside the organization. 
Going a step further, the organization recognizes the need for retaining talented and high performing 
Incumbents. In order to do that successfully, it aims to maintain long term competitive edge in careers vis-a- 
vis the industry. Nonetheless, employee-retention is a moving target hence it needs to be pursued rather 
selectively. Last but not the least, INJAZ wants to promote team synergy hence Team Performance is yet 
another benchmark used in determining team and individual compensation. 


The proposed compensation framework is more objective. 
Accordingly, salaries are computed on more objective basis. 
Having said this, Incumbents’ Net-Salary! at any point in time, 
is based on Incumbents’ respective position; length of service; 
amount and diversity of experience (exposure); proficiency \ 


(professional skill set, knowledge and perspective); and team ompetency 
‘Award 


performance. 


Salaries are based on the representative positions of the 
Incumbents. Incumbents’ Net-Salaries shall be computed vis-a- 
vis their seniority in the organization and/or compatible General Annual 
positions held outside the organization and demonstrated Increment Award 
competence. However, the net-salary shall be within salary 
range, determined from time to time, for the specific position at 
which the employee is working / being hired. Refer to Annexes 
for “Salary Ranges”. 


Annual increments consist of three components, namely; 
- General Annual Increment Award? 


- Performance Award 
- Competency Award 


General Annual Increment Award (GAIA) shall compensate for the inflation during the preceding 12 months. 
Incumbents with less than 12 months of service shall be awarded this increment on pro-rata basis. 
Performance based increments are separately determined and awarded on the basis of individual and team 
performance appraisals’. Competence based increments are admissible subject to measureable improvement 
in competence, which will be determined on the basis of additional relevant qualification obtained and 
qualitative assessment of the immediate supervisor. 


68 | Author: Sohailuddin Alavi 


ICMAP 


Performance awards are based on the moving average points that Incumbents earn on their individual and 
team performance evaluations over the preceding three years. The impact of improvement or decay in the 
recent year’s performance ranking will be partially neutralized by previous years’ performance ranking. 
Hence it is hoped that an exceptional (biased) performance ranking in a year does not affect the performance 
award in the direct proportion. This shall not exceed 50% of applicable GAIA percentage. 

Competence award is based on number of variables such as amount and diversity of experience (exposure), 
proficiency (professional skill set and knowledge), and last but not the least all perspective at work. The 
employee’s competence (each variable) is ranked in quantitative terms. Competence ranking does not change 
over time except for acquiring new skill set and knowledge through training programs or additional academic 
qualification and on the basis of qualitative evaluation of change in Incumbents’ perspective. This shall not 
exceed 30% of applicable GAIA percentage. 


It is expected that average employee shall stay in one position for not more than [2 to 3] years. However, 
fewer Incumbents may stay in the same position for longer period depending on their type of employment. 
They will have their primary salaries capped once they attain maximum till the time, management may decide 
to award mover-over or their employment terms are modified, as the case may be. It is hoped that by 
introducing the above increment-regime, gross salaries will eventually reflect fair and competitive 
compensation over a period of 5 years. 


Administrative Control 


Position 


Recommending Authority 


Approving Authority 


CEO / Executive Director 


Board HR Committee 


Board of Directors 


General Managers / Senior 
Managers 


CEO 


Board HR Committee 


Managers Internal HR Committee CEO 
Executives Officers Internal HR Committee CEO 
Staff Internal HR Committee CEO 


The Board of Directors accord annual budget for salaries as a percentage (%) of annual funding (donations) 
and place the same at the discretion of Board HR Committee and/or CEO. 


EMPLOYEE BENEFITS 


Eligible incumbents of the organization are provided with a range of benefits that are designed to provide for 
adequate personal security. A number of programs (such as EOBI) cover all Incumbents in the manner 
prescribed by law. Benefits eligibility is dependent upon a variety of factors, including employee 
classification. Your supervisor can identify the programs for which you are eligible. 


1. Leaves of Absence 


The organization observes all public holidays including festival celebrations declared as holidays by 
the Federal Government of Pakistan. In addition to the above, incumbents are also granted earned 
and unpaid leaves of absence. Incumbent cannot claim leaves of absence as a matter of their rights. 
Management reserves the right to grant. In case of refusal, the management may grant the requested 
leaves during another period or offer cash benefits, as it may deem fit. 


Type 
Casual leaves of absence 


Eligibility 

10 working days in a calendar 
year for regular incumbents; 
05 days for probationary and 
casual incumbents 

24 working days in a calendar 
year for regular incumbents 


Criteria 
Earned in advance 


Annual leaves of absence Earned on retrospect basis 
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Medical leaves of absence 08 working days in a calendar | Earned on retrospect basis. 
year for regular incumbents Upon = availing = maximum 
earned leaves, management 
may grant additional leaves by 
debiting the available balance 
of annual leave of absence 


Maternity leaves of absence 12 consecutive weeks once in | Available to only women 
two calendar years for regular | incumbents for a maximum of 
incumbents 3 times in the entire service 

tenure. 

Unpaid leaves of absence / | Regular employees only Management may decide on 

Pilgrimage leave of absence case to case basis. 


Health Program 


The organization offers health program all eligible incumbents and their first family members, as 
follows: 

e Medical Allowance and Hospitalization Insurance 

e Accident Insurance. 


Medical Allowance 


The organization provides to all eligible incumbents a Medical Allowance benefit after completion 
of the probationary period. The annual Medical Allowance is equal to 55% of one month’s salary. 


Hospitalization Insurance 


The organization provides a basic Hospitalization Insurance plan for eligible incumbents. Hospital 
Insurance offers you and your family important financial protection. 


Accident Insurance 
The organization provides Accident Insurance for all eligible incumbents. Accident insurance 


provides protection in cases of serious injury or death resulting from an accident. AD&D insurance 
coverage is provided as part of the basic life insurance plan. 


Questions to Ponder 


1. 


Discuss the positive and negative aspects of the given policy 

What improvements would you consider in the given policy also give reasons 

What are the likely repercussions of the given policy on attracting and retaining competitive 
employees? 
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Section III 
Procurement Policies and Procedure 
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An infrastructure project is being financed by the Government. The project envisaged building Schools in the 
rural areas of the province to provide access to primary education to a larger population thus increasing the 
literacy rate in the long run. 


Critical Incident III 


The project envisaged constructing 100 schools across the province in 18 months period, with a total budget 
of PKR. 100,000,000.00. Education department is the project implementing agent. Procurement of the 
following resources have been projected: 


“%& Project technical staff 

“%& Civil works specialists 
“% Civil works contractors 
“% Construction materials 


Procurement Planning 
The project implementing agency is required to prepare the procurement plan along the following lines: 


Procurement objectives: 
“ Timely mobilization of resources 
% Quality resources 
% Cost efficiency 
“ Transparency 


Procurement System: 

Formulation of a Procurement Committee, consisting of all stakeholders including public 
representatives. The committee will supervise all procurement activities. 

Standardize Procurement Processes to ensure transparency and integrity 

Use cost plus quality criteria for selection of prospects / prospective bidders 

Use Competitive Bidding method of procurement 

Write detailed TORs for each procurement contract 

Develop system for monitoring and quality assurance to ensure quality output with minimum time 
and cost overruns. 


# 


FREEE 


Time lines and budget allocations 


Time Frame Activity Budget allocation 
Month one Hiring of project technical staff 20% of total budget 
Month one Hiring of civil work specialists 10% of total budget 
Month two Civil works contractors 20% of total budget 
Month three thru eleven Commencement of construction 

Work 50% of total budget 
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Public Procurement Policy and Rules 
PUBLIC PROCUREMENT POLICY 
The Government has formulated Public Procurement Regulatory Authority Ordinance, 2002 (XXII of 2002) 


with a view to streamline and regulate public procurements in public institutions. The main objectives of the 
ordinance are as follows: 


(i) To improve procurement cost efficiency 
(ii) To enhance transparency in procurement transactions 
(iil) To reduce turnaround time (TAT) in procurement processing 


SHORT TITLE AND COMMENCEMENT (Procurement Rules) 


(1) These rules may be called the Public Procurement Rules, 2004. 
(2) They shall come into force at once. 


GENERAL PROVISIONS 
Definitions — 


(1) In these rules, unless there is anything repugnant in the subject or context - 


(a) “Bid” means a tender, or an offer, in response to an invitation, by a person, consultant, firm, company 
or an organization expressing his or its willingness to undertake a specified task at a price; 

(b) “Bidder” means a person who submits a bid; 

(c) “Competitive bidding” means a procedure leading to the award of a contract whereby all the 


interested persons, firms, companies or organizations may bid for the contract and includes both 
national competitive bidding and international competitive bidding; 


(d) “Contractor” means a person, consultant, firm, company or an organization who undertakes to 
supply goods, services or works; 

(e) “Contract” means an agreement enforceable by law; 

(f) “Corrupt and fraudulent practices” includes the offering, giving, receiving, or soliciting of anything 


of value to influence the action of a public official or the supplier or contractor in the procurement 
process or in contract execution to the detriment of the procuring agencies; or misrepresentation of 
facts in order to influence a procurement process or the execution of a contract, collusive practices 
among bidders (prior to or after bid submission) designed to establish bid prices at artificial, non- 
competitive levels and to deprive the procuring agencies of the benefits of free and open competition 
and any request for, or solicitation of anything of value by any public official in the course of the 
exercise of his duty; 

(g) “Emergency” means natural calamities, disasters, accidents, war and operational emergency which 
may give rise to abnormal situation requiring prompt and immediate action to limit or avoid damage 
to person, property or the environment; 

(h) “Lowest evaluated bid” means — 

(i) a bid most closely conforming to evaluation criteria and other conditions specified in the 
bidding document; and 
(ii) having lowest evaluated cost; 


(i) “Ordinance” means the Public Procurement Regulatory Authority Ordinance, 2002 (XXII of 2002); 

Qj) “Repeat orders” means procurement of the same commodity from the same source without 
competition and includes enhancement of contracts; 

(k) “Supplier” means a person, consultant, firm, company or an organization who undertakes to supply 
goods, services or works; and 

(1) “Value for money” means best returns for each rupee spent in terms of quality, timeliness, reliability, 


after sales service, up-grade ability, price, source, and the combination of whole-life cost and quality 
to meet the procuring agency’s requirements. 
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The expressions used but not defined in these rules shall have the same meanings as are assigned to 
them in the Ordinance. 


Scope and applicability. - 
Save as otherwise provided, these rules shall apply to all procurements made by all procuring 
agencies of the Federal Government whether within or outside Pakistan. 


Principles of procurements. - 

Procuring agencies, while engaging in procurements, shall ensure that the procurements are 
conducted in a fair and transparent manner, the object of procurement brings value for money to the 
agency and the procurement process is efficient and economical. 


International and inter-governmental commitments of the Federal Government. - 

Whenever these rules are in conflict with an obligation or commitment of the Federal Government 
arising out of an international treaty or an agreement with a State or States, or any international 
financial institution the provisions of such international treaty or agreement shall prevail to the extent 
of such conflict. 


Language. - 
(1) All communications and documentation related to procurements of the Federal Government shall 


either be in Urdu or English or both. Except where a procuring agency is situated outside the 
territories of Pakistan and procurements are to be made locally, the procuring agency may use the 
local language in addition to Urdu or English. 

(2) Where the use of local language is found essential, the original documentation shall be in Urdu 
or English, which shall be retained on record; for all other purposes their translations in local 
language shall be used: Provided that such use of local language ensures maximum economy and 
efficiency in the procurement. 

(3) In case of the dispute reference shall be made to the original documentation retained on record. 


Integrity pact. - 
Procurements exceeding the prescribed limit shall be subject to an integrity pact, as specified by 


regulation with approval of the Federal Government, between the procuring agency and the suppliers 
or contractors. 


PROCUREMENT PLANNING 


8. 


10. 


Procurement planning. - 

Within one year of commencement of these rules, all procuring agencies shall devise a mechanism, 
for planning in detail for all proposed procurements with the object of realistically determining the 
requirements of the procuring agency, within its available resources, delivery time or completion 
date and benefits that are likely to accrue to the procuring agency in future. 


Limitation on splitting or regrouping of proposed procurement. - 

Save as otherwise provided and subject to the regulation made by the Authority, with the prior 
approval of the Federal Government, a procuring agency shall announce in an appropriate manner 
all proposed procurements for each financial year and shall proceed accordingly without any splitting 
or regrouping of the procurements so planned. The annual requirements thus determined would be 
advertised in advance on the Authority’s website as well as on the website of the procuring agency 
in case the procuring agency has its own website. 


Specifications. - 
Specifications shall allow the widest possible competition and shall not favor any single contractor 


or supplier nor put others at a disadvantage. Specifications shall be generic and shall not include 
references to brand names, model numbers, catalogue numbers or similar classifications. However, 
if the procuring agency is convinced that the use of or a reference to a brand name or a catalogue 
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number is essential to complete an otherwise incomplete specification, such use or reference shall 
be qualified with the words “or equivalent”. 


Approval mechanism. - 

All procuring agencies shall provide clear authorization and delegation of powers for different 
categories of procurement and shall only initiate procurements once approval of the competent 
authorities concerned has been accorded. 


PROCUREMENT ADVERTISEMENTS 


12. 


13. 


14. 


Methods of advertisement. - 

*(1) Procurements over one hundred thousand rupees and up to the limit of two million rupees shall 
be advertised on the Authority’s website in the manner and format specified by regulation by the 
Authority from time to time. These procurement opportunities may also be advertised in print media, 
if deemed necessary by the procuring agency: *Provided that the lower financial limit for 
advertisement on Authority’s website for open competitive bidding shall be the prescribed financial 
limit for request for quotations under clause (b) of rule 42. 

*(2) All procurement opportunities over two million rupees should be advertised on the Authority’s 
website as well as in other print media or newspapers having wide circulation. The advertisement in 
the newspapers shall principally appear in at least two national dailies, one in English and the other 
in Urdu. 

(3) In cases where the procuring agency has its own website it may also post all advertisements 
concerning procurement on that website as well. 

(4) A procuring agency utilizing electronic media shall ensure that the information posted on the 
website is complete for the purposes for which it has been posted, and such information shall remain 
available on that website until the closing date for the submission of bids. 


Response time. - 
*(1) The procuring agency may decide the response time for receipt of bids or proposals (including 


proposals for pre-qualification) from the date of publication of an advertisement or notice, keeping 
in view the individual procurement’s complexity, availability and urgency. However, under no 
circumstances the response time shall be less than fifteen days for national competitive bidding and 
thirty days for international competitive bidding from the date of publication of advertisement or 
notice. *Amended vide Cabinet Division No. 5/37/2005-M-HI/Admin (PPRA), dated 13-12-2006. 
All advertisements or notices shall expressly mention the response time allowed for that particular 
procurement along with the information for collection of bid documents which shall be issued till a 
given date, allowing sufficient time to complete and submit the bid by the closing date: Provided 
that no time limit shall be applicable in case of emergency. 

(2) The response time shall be calculated from the date of first publication of the advertisement in a 
newspaper or posting on the web site, as the case may be. 

(3) In situations where publication of such advertisements or notices has occurred in both electronic 
and print media, the response time shall be calculated from the day of its first publication in the 
newspapers. 


Exceptions. - 
*It shall be mandatory for all procuring agencies to advertise all procurement requirements 


exceeding prescribed financial limit which is applicable under sub-clause (i) of clause (b) of rule 42. 
However, under following circumstances deviation from the requirement is permissible with the 
prior approval of the Authority, - 

(a) the proposed procurement is related to national security and its publication could jeopardize 
national security objectives; and 

(b) the proposed procurement advertisement or notice or publication of it, in any manner, relates to 
disclosure of information, which is proprietary in nature or falls within the definition of intellectual 
property which is available from a single source. *Amended vide Cabinet Division No. 5/37/2005- 
M-III/Admin (PPRA), dated 13-12-2006 
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PRE-QUALIFICATION, QUALIFICATION AND DIS-QUALIFICATION OF 
SUPPLIERS AND CONTRACTORS 


15. 


16. 


17. 


18. 


19. 


Pre-qualification of suppliers and contractors. - 

(1) A procuring agency, prior to the floating of tenders, invitation to proposals or offers in 
procurement proceedings, may engage in pre-qualification of bidders in case of services, civil works, 
turnkey projects and in case of procurement of expensive and technically complex equipment to 
ensure that only technically and financially capable firms having adequate managerial capability are 
invited to submit bids. Such pre-qualification shall solely be based upon the ability of the interested 
parties to perform that particular work satisfactorily. 

(2) A procuring agency while engaging in pre-qualification may take into consideration the 
following factors, namely: - 

(a) relevant experience and past performance; 

(b) capabilities with respect to personnel, equipment, and plant; 

(c) financial position; 

(d) appropriate managerial capability; and 

(e) any other factor that a procuring agency may deem relevant, not inconsistent with these rules. 


Pre-qualification process. - 

(1) The procuring agency engaging in pre-qualification shall announce, in the pre-qualification 
documents, all information required for pre-qualification including instructions for preparation and 
submission of the pre-qualification documents, evaluation criteria, list of documentary evidence 
required by suppliers or contractors to demonstrate their respective qualifications and any other 
information that the procuring agency deems necessary for prequalification. 

(2) The procuring agency shall provide a set of pre-qualification documents to any supplier or 
contractor, on request and subject to payment of price, if any. Explanation. - For the purposes of this 
sub-rule price means the cost of printing and providing the documents only. 

(3) The procuring agency shall promptly notify each supplier or contractor submitting an application 
to pre-qualify whether or not it has been pre-qualified 

and shall make available to any person directly involved in the pre-qualification process, upon 
request, the names of all suppliers or contractors who have been pre-qualified. Only suppliers or 
contractors who have been pre-qualified shall be entitled to participate further in the procurement 
proceedings. 

(4) The procuring agency shall communicate to those suppliers or contractors 

who have not been pre-qualified the reasons for not pre-qualifying them? 


Qualification of suppliers and contractors. - 

A procuring agency, at any stage of the procurement proceedings, having credible reasons for or 
prima facie evidence of any defect in supplier’s or contractor’s capacities, may require the suppliers 
or contractors to provide information concerning their professional, technical, financial, legal or 
managerial competence whether already pre-qualified or not: Provided that such qualification shall 
only be laid down after recording reasons therefor in writing. They shall form part of the records of 
that procurement proceeding. 


Disqualification of suppliers and contractors. - 

The procuring agency shall disqualify a supplier or contractor if it finds, at any time, that the 
information submitted by him concerning his qualification as supplier or contractor was false and 
materially inaccurate or incomplete. 


Blacklisting of suppliers and contractors. - 

The procuring agencies shall specify a mechanism and manner to permanently or temporarily bar, 
from participating in their respective procurement proceedings, suppliers and contractors who either 
consistently fail to provide satisfactory performances or are found to be indulging in corrupt or 
fraudulent practices. Such barring action shall be duly publicized and communicated to the Authority: 
Provided that any supplier or contractor who is to be blacklisted shall be accorded adequate 
opportunity of being heard. 
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METHODS OF PROCUREMENT 


20. Principal method of procurement. - 
Save as otherwise provided hereinafter, the procuring agencies shall use open competitive bidding 
as the principal method of procurement for the procurement of goods, services and works. 


21. Open competitive bidding. - 
*Subject to the provisions of rules 22 to 37 the procuring agencies shall engage in open competitive 
bidding if the cost of the object to be procured is more than the prescribed financial limit which is 
applicable under sub-clause (i) of clause (b) of rule 42 


22. Submission of bids. - 
(1) The bids shall be submitted in a sealed package or packages in such manner that the contents are 
fully enclosed and cannot be known until duly opened. 
(2) A procuring agency shall specify the manner and method of submission and receipt of bids in an 
unambiguous and clear manner in the bidding documents. 


23. Bidding documents. - 
(1) Procuring agencies shall formulate precise and unambiguous bidding documents that shall be 
made available to the bidders immediately after the publication of the invitation to bid. 
(2) For competitive bidding, whether open or limited, the bidding documents shall include the 
following, namely: - 
(a) invitation to bid; 
(b) instructions to bidders; 
(c) form of bid; 
(d) form of contract; *Amended vide Cabinet Division No. 5/37/2005-M-HI/Admin (PPRA), dated 
13-12-2006 
(e) general or special conditions of contract; 
(f) specifications and drawings or performance criteria (where applicable); 
(g) list of goods or bill of quantities (where applicable); 
(h) delivery time or completion schedule; 
(i) qualification criteria (where applicable); 
(j) bid evaluation criteria; 
(k) format of all securities required (where applicable); 
(1) details of standards (if any) that are to be used in assessing the quality of goods, works or services 
specified; and 
(m) any other detail not inconsistent with these rules that the procuring agency may deem necessary. 
(3) Any information, that becomes necessary for bidding or for bid evaluation, after the invitation to 
bid or issue of the bidding documents to the prospective bidders, shall be provided in a timely manner 
and on equal opportunity basis. Where notification of such change, addition, modification or deletion 
becomes essential, such notification shall be made in a manner similar to the original advertisement. 
(4) Procuring agencies shall use standard bidding documents as and when notified by regulation by 
the Authority: Provided that bidding documents already in use of procuring agencies may be retained 
in their respective usage to the extent they are not inconsistent with these rules, and till such time 
that the standard bidding documents are specified by regulations. 
(5) The procuring agency shall provide a set of bidding documents to any supplier or contractor, on 
request and subject to payment of price, if any. Explanation. - For the purpose of this sub-rule price 
means the cost of printing and providing the documents only. 


24. Reservations and preference. - 
(1) Procuring agencies shall allow all prospective bidders to participate in procuring procedure 
without regard to nationality, except in cases in which any procuring agency decides to limit such 
participation to national bidders only or prohibit participation of bidders of some nationalities, in 
accordance with the policy of Federal Government. 
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(2) Procuring agencies shall allow for a preference to domestic or national suppliers or contractors 
in accordance with the policies of the Federal Government. The magnitude of price preference to be 
accorded shall be clearly mentioned in the bidding documents under the bid evaluation criteria. 


Bid security. - 
The procuring agency may require the bidders to furnish a bid security not exceeding five per cent 
of the bid price. 


Bid validity. - 

(1) A procuring agency, keeping in view the nature of the procurement, shall subject the bid to a bid 
validity period. 

(2) Bids shall be valid for the period of time specified in the bidding document. 

(3) The procuring agency shall ordinarily be under an obligation to process and evaluate the bid 
within the stipulated bid validity period. However, under exceptional circumstances and for reason 
to be recorded in writing, if an extension is considered necessary, all those who have submitted their 
bids shall be asked to extend their respective bid validity period. Such extension shall be for not 
more than the period equal to the period of the original bid validity. 

(4) Bidders who, - 

(a) agree to extension of their bid validity period shall also extend the validity of the bid bond or 
security for the extended period of the bid validity; 

(b) agree to the procuring agency’s request for extension of bid validity period shall not be permitted 
to change the substance of their bids; and 

(c) do not agree to an extension of the bid validity period shall be allowed to withdraw their bids 
without forfeiture of their bid bonds or securities. 


Extension of time for submission of bids. - 

Where a procuring agency has already prescribed a deadline for the submission of bids and due to 
any reason, the procuring agency finds it necessary to extend such deadline, it shall do so only after 
recording its reasons in writing and in an equal opportunity manner. Advertisement of such extension 
in time shall be done in a manner similar to the original advertisement. 


OPENING, EVALUATION AND REJECTION OF BIDS 


28. 


29. 


30. 


Opening of bids. - 

(1) The date for opening of bids and the last date for the submission of bids shall be the same. Bids 
shall be opened at the time specified in the bidding documents. The bids shall be opened at least 
thirty minutes after the deadline for submission of bids. 

(2) All bids shall be opened publicly in the presence of the bidders or their representatives who may 
choose to be present, at the time and place announced prior to the bidding. The procuring agency 
shall read aloud the unit price as well as the bid amount and shall record the minutes of the bid 
opening. All bidders in attendance shall sign an attendance sheet. All bids submitted after the time 
prescribed shall be rejected and returned without being opened. 


Evaluation criteria. - 

Procuring agencies shall formulate an appropriate evaluation criterion listing all the relevant 
information against which a bid is to be evaluated. Such evaluation criteria shall form an integral 
part of the bidding documents. Failure to provide for an unambiguous evaluation criteria in the 
bidding documents shall amount to mis-procurement. 


Evaluation of bids. - 

(1) All bids shall be evaluated in accordance with the evaluation criteria and other terms and 
conditions set forth in the prescribed bidding documents. Save as provided for in sub-clause (iv) of 
clause (c) of rule 36 no evaluation criteria shall be used for evaluation of bids that had not been 
specified in the bidding documents. 

(2) For the purposes of comparison of bids quoted in different currencies, the price shall be converted 
into a single currency specified in the bidding documents. The rate of exchange shall be the selling 


78 | Author: Sohailuddin Alavi 


31. 


32. 


33. 


34. 


35. 


36. 


ICMAP 


rate, prevailing on the date of opening of bids specified in the bidding documents, as notified by the 
State Bank of Pakistan on that day. 

(3) A bid once opened in accordance with the prescribed procedure shall be subject to only those 
rules, regulations and policies that are in force at the time of issue of notice for invitation of bids. 


Clarification of bids. - 

(1) No bidder shall be allowed to alter or modify his bid after the bids have been opened. However, 
the procuring agency may seek and accept clarifications to the bid that do not change the substance 
of the bid. 

(2) Any request for clarification in the bid, made by the procuring agency shall invariably be in 
writing. The response to such request shall also be in writing. 


Discriminatory and difficult conditions. - 

Save as otherwise provided, no procuring agency shall introduce any condition, which discriminates 
between bidders or that is considered to be met with difficulty. In ascertaining the discriminatory or 
difficult nature of any condition reference shall be made to the ordinary practices of that trade, 
manufacturing, construction business or service to which that particular procurement is related. 


Rejection of bids. - 

(1) The procuring agency may reject all bids or proposals at any time prior to the acceptance of a bid 
or proposal. The procuring agency shall upon request communicate to any supplier or contractor 
who submitted a bid or proposal, the grounds for its rejection of all bids or proposals, but is not 
required to justify those grounds. 

(2) The procuring agency shall incur no liability, solely by virtue of its invoking sub-rule (1) towards 
suppliers or contractors who have submitted bids or proposals. 

(3) Notice of the rejection of all bids or proposals shall be given promptly to all suppliers or 
contractors that submitted bids or proposals. 


Re-bidding. - 

(1) If the procuring agency has rejected all bids under rule 33 it may call for a re-bidding. 

(2) The procuring agency before invitation for re-bidding shall assess the reasons for rejection and 
may revise specifications, evaluation criteria or any other condition for bidders as it may deem 
necessary. 


Announcement of evaluation reports. - 

Procuring agencies shall announce the results of bid evaluation in the form of a report giving 
justification for acceptance or rejection of bids at least ten days prior to the award of procurement 
contract. 


Procedures of open competitive bidding. - 
Save as otherwise provided in these rules the following procedures shall be permissible for open 
competitive bidding, namely: - 


(a) Single stage — one envelope procedure. - Each bid shall comprise one single envelope containing, 
separately, financial proposal and technical proposal (if any). All bids received shall be opened and 
evaluated in the manner prescribed in the bidding document. 


(b) Single stage — two envelope procedure. - 

(i) The bid shall comprise a single package containing two separate envelopes. Each envelope shall 
contain separately the financial proposal and the technical proposal; 

(11) the envelopes shall be marked as “FINANCIAL PROPOSAL” and “TECHNICAL PROPOSAL” 
in bold and legible letters to avoid confusion; 

(iii) initially, only the envelope marked “TECHNICAL PROPOSAL.” shall be opened; 

(iv) the envelope marked as “FINANCIAL PROPOSAL.” shall be retained in the custody of the 
procuring agency without being opened; 
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(v) the procuring agency shall evaluate the technical proposal in a manner prescribed in advance, 
without reference to the price and reject any proposal which does not conform to the specified 
requirements; 

(vi) during the technical evaluation no amendments in the technical proposal shall be permitted; 
(vii) the financial proposals of bids shall be opened publicly at a time, date and venue announced 
and communicated to the bidders in advance; 

(viii) after the evaluation and approval of the technical proposal the procuring agency, shall at a time 
within the bid validity period, publicly open the financial proposals of the technically accepted bids 
only. The financial proposal of bids found technically nonresponsive shall be returned un-opened to 
the respective bidders; and 

(ix) the bid found to be the lowest evaluated bid shall be accepted. 


(c) Two stage bidding procedure. - 


First stage 

(i) the bidders shall first submit, according to the required specifications, a technical proposal 
without price; 

(ii) the technical proposal shall be evaluated in accordance with the specified evaluation criteria and 
may be discussed with the bidders regarding any deficiencies and unsatisfactory technical features; 
(iii) after such discussions, all the bidders shall be permitted to revise their respective technical 
proposals to meet the requirements of the procuring agency; 

(iv) the procuring agency may revise, delete, modify or add any aspect of the technical requirements 
or evaluation criteria, or it may add new requirements or criteria not inconsistent with these rules: 
Provided that such revisions, deletions, modifications or additions are communicated to all the 
bidders equally at the time of invitation to submit final bids, and that sufficient time is allowed to 
the bidders to prepare their revised bids: Provided further that such allowance of time shall not be 
less than fifteen days in the case of national competitive bidding and thirty days in the case of 
international competitive bidding; 

(v) those bidders not willing to conform their respective bids to the procuring agency’s technical 
requirements may be allowed to withdraw from the bidding without forfeiture of their bid security; 


Second stage 

(vi) the bidders, whose technical proposals or bids have not been rejected and who are willing to 
conform to their bids to the revised technical requirements of the procuring agency, shall be invited 
to submit a revised technical proposal along with the financial proposal; 

(vii) the revised technical proposal and the financial proposal shall be opened at a time, date and 
venue announced and communicated to the bidders in advance; and, 

(viii) the revised technical proposal and the financial proposal shall be evaluated in the manner 
prescribed above. The bid found to be the lowest evaluated bid shall be accepted: Provided that in 
setting the date for the submission of the revised technical proposal and financial proposal a 
procuring agency shall allow sufficient time to the bidders to incorporate the agreed upon changes 
in the technical proposal and prepare their financial proposals accordingly. 


(d) Two stage - two envelope bidding procedure. - 


First stage 

(i) the bid shall comprise a single package containing two separate envelopes. Each envelope shall 
contain separately the financial proposal and the technical proposal; 

(11) the envelopes shall be marked as “FINANCIAL PROPOSAL” and “TECHNICAL PROPOSAL” 
in bold and legible letters to avoid confusion; 

(iii) initially, only the envelope marked “TECHNICAL PROPOSAL.” shall be opened; 

(iv) the envelope marked as “FINANCIAL PROPOSAL.” shall be retained in the custody of the 
procuring agency without being opened; 

(v) the technical proposal shall be discussed with the bidders with reference to the procuring 
agency’s technical requirements; 
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(vi) those bidders willing to meet the requirements of the procuring agency shall be allowed to revise 
their technical proposals following these discussions; 

(vii) bidders not willing to conform their technical proposal to the revised requirements of the 
procuring agency shall be allowed to withdraw their respective bids without forfeiture of their bid 
security; 


Second stage 

(viii) after agreement between the procuring agency and the bidders on the technical requirements, 
bidders who are willing to conform to the revised technical specifications and whose bids have not 
already been rejected shall submit a revised technical proposal and supplementary financial proposal, 
according to the technical requirement; 

(ix) the revised technical proposal along with the original financial proposal and supplementary 
financial proposal shall be opened at a date, time and venue announced in advance by the procuring 
agency: Provided that in setting the date for the submission of the revised technical proposal and 
supplementary price proposal a procuring agency shall allow sufficient time to the bidders to 
incorporate the agreed upon changes in the technical proposal and to prepare the required 
supplementary financial proposal; and, 

(x) the procuring agency shall evaluate the whole proposal in accordance with the evaluation criteria 
and the bid found to be the lowest evaluated bid shall be accepted. 


Conditions for use of single stage two envelope, two stage and two stage two envelope bidding 
procedures. - 

Single stage one envelope bidding procedure shall ordinarily be the main open competitive bidding 
procedure used for most of the procurement. Other appropriate procedures of open competitive 
bidding shall be selected in the following circumstances, namely: - 

(a) single stage two envelope bidding procedure shall be used where the bids are to be evaluated on 
technical and financial grounds and price is taken into account after technical evaluation; 

(b) two stage bidding procedure shall be adopted in large and complex contracts where technically 
unequal proposals are likely to be encountered or where the procuring agency is aware of its options 
in the market but, for a given set of performance requirements, there are two or more equally 
acceptable technical solutions available to the procuring agency; and 

(c) two stage two envelope bidding method shall be used for procurement where alternative technical 
proposals are possible, such as certain type of machinery or equipment or manufacturing plant 
ACCEPTANCE OF BIDS AND AWARD OF PROCUREMENT CONTRACTS 


Acceptance of bids. - 

The bidder with the lowest evaluated bid, if not in conflict with any other law, rules, regulations or 
policy of the Federal Government, shall be awarded the procurement contract, within the original or 
extended period of bid validity. 


Performance guarantee. - 

Where needed and clearly expressed in the bidding documents, the procuring agency shall require 
the successful bidder to furnish a performance guarantee which shall not exceed ten per cent of the 
contract amount. 


Limitation on negotiations. - 

Save as otherwise provided there shall be no negotiations with the bidder having submitted the 
lowest evaluated bid or with any other bidder: Provided that the extent of negotiation permissible 
shall be subject to the regulations issued by the Authority. 


Confidentiality. - 
The procuring agency shall keep all information regarding the bid evaluation confidential until the 


time of the announcement of the evaluation report in accordance with the requirements of rule 35. 
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Alternative methods of procurements. - 


A procuring agency may utilize the following alternative methods of procurement of goods, services 
and works, namely: - 


(a) petty purchases — Procuring agencies may provide for petty purchases where the object of the 
procurement is below the financial limit of *twenty-five thousand rupees. Such procurement shall 
be exempt from the requirements of bidding or quotation of prices: Provided that the procuring 
agencies shall ensure that procurement of petty purchases is in conformity with the principles of 
procurement prescribed in rule 4: Provided further that procuring agencies convinced of the 
inadequacy of the financial limit prescribed for petty purchases in undertaking their respective 
operations may approach the Federal Government for enhancement of the same with full and proper 
justifications. 


(b) Request for quotations — The procuring agency shall engage in this method of procurement only 
if the following conditions exist, namely: - 


(i) the cost of object of procurement is below the prescribed limit of *one hundred thousand 
rupees: *Provided that the respective Boards of Autonomous bodies are authorized to fix 
an appropriate limit for request for quotations method of procurement subject to a 
maximum of rupees five hundred thousand which will become financial limit under this 
sub-rule: 

(ii) the object of the procurement has standard specifications; 

(iii) minimum of three quotations have been obtained; and 

(iv) the object of the procurement is purchased from the supplier offering the lowest price: 
*Amended vide Cabinet Division No. 5/37/2005-M-IN/Admin (PPRA), dated 13-12-2006 
Provided that procuring agencies convinced of the inadequacy of the financial limit 
prescribed for request for quotations in undertaking their respective operations may 
approach the Federal Government for enhancement of the same with full and proper 
justifications; 


(c) Direct contracting — A procuring agency shall only engage in direct contracting if the following 
conditions exist, namely: - 


(i) the procurement concerns the acquisition of spare parts or supplementary services from 
original manufacturer or supplier: Provided that the same are not available from alternative 
sources; 

(ii) only one manufacturer or supplier exists for the required procurement: Provided that 
the procuring agencies shall specify the appropriate fora, which may authorize procurement 
of proprietary object after due diligence; and 

(iii) where a change of supplier would oblige the procuring agency to acquire material 
having different technical specifications or characteristics and would result in 
incompatibility or disproportionate technical difficulties in operation and maintenance: 
Provided that the contract or contracts do not exceed three years in duration; 

(iv) repeat orders not exceeding fifteen per cent of the original procurement; 

(v) in case of an emergency: Provided that the procuring agencies shall specify appropriate 
fora vested with necessary authority to declare an emergency; *(vi) when the price of goods, 
services or works is fixed by the government or *Amended vide Cabinet Division No. 
5/37/2005-M-II/Admin (PPRA), dated 27-01-2006 any other authority, agency or body 
duly authorized by the Government, on its behalf, and, 

*(vil) for purchase of motor cars from local original manufacturers or their authorized 
agents at manufacturer’s price. 


(d) Negotiated tendering — A procuring agency may engage in negotiated tendering with one or more 
suppliers or contractors with or without prior publication of a procurement notification. This 
procedure shall only be used when: - 
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(i) the supplies involved are manufactured purely for the purpose of supporting a specific 
piece of research or an experiment, a study or a particular development; 

(ii) for technical or artistic reasons, or for reasons connected with protection of exclusive 
rights or intellectual property, the supplies may be manufactured or delivered only by a 
particular supplier; 

(iii) for reasons of extreme urgency brought about by events unforeseeable by the procuring 
agency, the time limits laid down for open and limited bidding methods cannot be met. The 
circumstances invoked to justify extreme urgency must not be attributable to the procuring 
agency: Provided that any procuring agency desirous of using negotiated tendering as a 
method of procurement shall record its reasons and justifications in writing for resorting to 
negotiated tendering and shall place the same on record. 


Qn account payments — All procuring agencies shall make prompt payments to suppliers and 


contractors against their invoices or running bills within the time given in the conditions of the 
contract, which shall not exceed thirty days. *Amended vide Cabinet Division No. 5/37/2005-M- 
Il/Admin (PPRA), dated 13-12-2006 


Entry into force of the procurement contract — A procurement contract shall come into force, - 


(a) where no formal signing of a contract is required, from the date the notice of the 
acceptance of the bid or purchase order has been given to the bidder whose bid has been 
accepted. Such notice of acceptance or purchase order shall be issued within a reasonable 
time; or 

(b) where the procuring agency requires signing of a written contract, from the date on 
which the signatures of both the procuring agency and the successful bidder are affixed to 
the written contract. Such affixing of signatures shall take place within a reasonable time: 
Provided that where the coming into force of a contract is contingent upon fulfillment of a 
certain condition or conditions, the contract shall take effect from the date whereon such 
fulfillment takes place. 


Closing of contract — 


(1) Except for defect liability or maintenance by the supplier or contractor, as specified in 
the conditions of contract, performance of the contract shall be deemed close on the issue 
of overall delivery certificate or taking over certificate which shall be issued within thirty 
days of final taking over of goods or receiving the deliverables or completion of works 
enabling the supplier or contractor to submit final bill and the auditors to do substantial 
audit. 

(2) In case of defect liability or maintenance period, defect liability certificate shall be 
issued within thirty days of the expiry of the said period enabling the supplier or contractor 
to submit the final bill. Except for unsettled claims, which shall be resolved through 
arbitration, the bill shall be paid within the time given in the conditions of contract, which 
shall not exceed sixty days to close the contract for final audit. 


MAINTENANCE OF RECORD AND FREEDOM OF INFORMATION 


46. 


47. 


Record of procurement proceedings — 


(1) All procuring agencies shall maintain a record of their respective procurement 
proceedings along with all associated documentation for a minimum period of five years. 
(2) Such maintenance of record shall be subject to the regulations framed in this regard 
from time to time. 


Public access and transparency — As soon as a contract has been awarded the procuring agency shall 


make all documents related to the evaluation of the bid and award of contract public: Provided that 
where the disclosure of any information related to the award of a contract is of proprietary nature or 
where the procuring agency is convinced that such disclosure shall be against the public interest, it 
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can withhold only such information from public disclosure subject to the prior approval of the 
Authority. 


REDRESSAL OF GRIEVANCES AND SETTLEMENT OF DISPUTES 


48. Redressal of grievances by the procuring agency — 
(1) The procuring agency shall constitute a committee comprising of odd number of persons, with 
proper powers and authorizations, to address the complaints of bidders that may occur prior to the 
entry into force of the procurement contract. 
(2) Any bidder feeling aggrieved by any act of the procuring agency after the submission of his bid 
may lodge a written complaint concerning his grievances not later than fifteen days after the 
announcement of the bid evaluation report under rule 35. 
(3) The committee shall investigate and decide upon the complaint within fifteen days of the receipt 
of the complaint. 
(4) Mere fact of lodging of a complaint shall not warrant suspension of the procurement process. 
(5) Any bidder not satisfied with the decision of the committee of the procuring agency may lodge 
an appeal in the relevant court of jurisdiction. 


49. Arbitration — 
(1) After coming into force of the procurement contracts, disputes between the parties to the contract 
shall be settled by arbitration. 
(2) The procuring agencies shall provide for a method of arbitration in the procurement contract, not 
inconsistent with the laws of Pakistan. 


50. Mis-procurement — 
Any unauthorized breach of these rules shall amount to mis-procurement. 


51. Overriding effect — 
The provisions of these rules shall have effect notwithstanding anything to the contrary contained in 


any other rules concerning public procurements: Provided that the prevailing rules and procedures 
will remain applicable only for the procurement of goods, services and works for which notice for 
invitation of bids had been issued prior to the commencement of these rules unless the procuring 
agency deems it appropriate to re-issue the notice for the said procurement after commencement of 
these rules. 


Questions to Ponder 


1. Discuss the salient rationales and features of the given Public Procurement Policy / Rules 
Highlight the feasibility of the given Public Procurement Policy in the context of public sector 
organizations 

3. What are the implications of ignoring different public procurement rules on the validity of 
procurement transactions and business continuity? 


Source: S.R.O. 432(1)/2004.- In exercise of the powers conferred by section 26 of the 
Public Procurement Regulatory Authority Ordinance, 2002 (XXII of 2002) Website: 
http://www. pprasindh. gov.pk/downloads/files/pprarules2004.pdf 
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Public Private Partnership Agreements 


Public-Private Partnership Agreements commonly referred to as “PPPs” are being widely used as a 
procurement method by governments all over the world. The objective of such partnerships is to better serve 
the public through partnering arrangements with private sector. PPP mode of procurement, though at nascent 
stage in the country at present, has great potential in the future. In view of the special characteristics of PPP 
projects and the need to attract qualified private investors to support these projects, a supportive legal and 
regulatory framework is a must. 


The PPP Policy aims at reinforcing the considerable enthusiasm for PPPs in various sectors, addressing the 
lack of trust between the public and private sectors to collaborate in infrastructure projects, and facilitating 
the creation of effective partnerships. The Government is committed to overcoming some of the built-in 
obstacles to the development of PPPs and to streamline the process so that potential projects can be properly 
evaluated and approved based on sound feasibility studies and well designed and transparent procurement 
practices. 


PPP Rationale 


“ To improve the efficiency and effectiveness of the public sector in the delivery of public goods and 
Services; 


“% To leverage limited public sector funds for key infrastructure projects; 


“% To provide opportunities for the application of innovative technologies and methods that are best 
provided by private sector companies; 


% To allocate some of the development, construction and operational risks in public service projects to 
private sponsors who are better placed to manage those risks; and 


*% To apply rigorous feasibility and procurement techniques in preparation and execution of PPP 
projects to obtain best value for the public. 


PPP Definition 


There is no universally accepted definition of PPPs. Instead, a wide range of definitions can be found. 
However, it is clear that PPPs have been adopted around the world as a service delivery tool. Instead of the 
public sector procuring a public asset and providing a public service, the private sector creates the asset 
through a dedicated standalone business (usually designed, financed, built, maintained and operated by the 
private sector) and then delivers a service to a public sector entity/consumer, in return for payment that is 
linked to performance. PPPs permit the public sector to redirect its capital expenditures to meet urgent social 
needs and convert the infrastructure costs into affordable operating expenditure spread over time. PPPs allow 
each partner to concentrate on activities that best suit their skills. For the public sector, that means focusing 
on developing sector policies and identifying service needs, while for the private sector the key is to deliver 
those services efficiently and effectively. 


In PPP program, the Government sees itself becoming more of a regulator and less a provider of public 
services. A clear and fair sharing of risks in financing, developing, operating and maintaining infrastructure 
services between the public and private sector, based on a mutual commitment to achieve a desired public 
sector outcome while obtaining appropriate rate of returns for the private sector, is a distinguishing feature of 
PPP projects and essential for their success. 


In major infrastructure projects, the capital investment and operational expenses incurred by the private 
investor can be recovered under the PPP concept by charging consumers of the service provided, through 
fixed or partially fixed periodic payments, or receiving availability payments in the form of unitary payments 
or annuities from the public sector over the period of the contract, or by a combination of both. The 
Government recognizes that infrastructure projects require long gestation periods to ensure multiple 
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affordable tariff levels, which expose private investors’ investment to significant risks. It must therefore 
establish a framework that reassures the Government’s commitment to the rule of law and contractual 
fairness. 

Policy Objectives and Principles 


Governments should aim to achieve following objectives, using PPP approach: 


“% Promoting social development, employment generation, and inclusive economic growth through 
development of infrastructure; 


“ Ensuring sustainable long-term funding for infrastructure development through mobilizing private 
investments; 


“ Ensuring technical, economic and financial viability of infrastructure projects through adequate 
project preparation; 


“ Improving the efficiency of management, operation and maintenance of infrastructure facilities 
through introduction of modern technology and management techniques; 


“% Achieving a larger scope and better quality of infrastructure services for end users through the 
additional financial and human resources mobilized from the private sector; 


“ Ensuring financial sustainability of infrastructure services through full cost recovery supplemented 
by viability gap funding (VGF), if necessary; and 


“% Protecting the best interests of all stakeholders including end users, the Government and the private 
sector. 


To achieve these objectives, the Governments should adhere to the following principles: 
“& Legal Certainty — compliance with the relevant laws and regulations; 
“& Fairness — creation of a level-playing field for all private investors, without any discrimination; 


“ Transparency — access to information to private investors and the public at all stages of the project 
cycle; 


“& Competition — provision of equal opportunity to all prospective bidders to participate in the 
tendering process without any hindrance. 


* Contract Sanctity — securing of rights and interests of parties to the PPP agreement; 


“%& Mutual Support and Benefit — fair and mutually beneficial cooperation of parties to the PPP 
agreement. 


Universally Acknowledged PPP Advantages 


“%& More services that will help cover both the current and future needs in social and infrastructure 
development. 


“ Better services that will improve the quality of life of people in general and would lead to economic 
uplift of the poor strata of the society in particular. 


“% Affordable services that will allow access to low-income end users. Certain segments of the 
population cannot pay commercial tariffs, whereas the private service provider needs to fully recover 
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its costs in order to sustain operations. In such cases, the Government will provide subsidies in the 
form of VGF. 


“%& Timely services that will help the Government meet the urgent service demands of its citizens. 
Essentials of Project Implementation 


“% Faster project implementation by the private sector resulting in projects being completed on time. 
As borne out by experience in both developed and developing countries, public sector projects 
experience more delays than those undertaken by the private sector in PPP mode. 


“%& Leveraging public funds with private financing from local and international markets. For every rupee 
that the Government spends it will strive to leverage the maximum possible from the private sector. 
The ultimate objective will be to limit the Government’s contribution to providing targeted subsidies 
to low income consumers in order to allow full cost recovery by the private service provider. 


“& Leveraging public land to make the projects commercially viable through lowering the cost of the 
project and partly to minimize the need of commercial loan in the project. In both ways, the projects 
shall be commercially viable and doable. 


“ Enhanced accountability in service delivery by linking service provision to a firm contractual 
arrangement. The service levels will be defined clearly in the PPP agreements in terms of outputs 
and outcomes required from the private sector. The government agencies will be required to put in 
place strict monitoring mechanisms. Poor performance by the private service provider will be 
penalized and may result in contract termination. 


“ Since the focus in engaging with the private sector is on services it provides during the entire 
concession period, the private investors will have the incentive to ensure that the underlying assets 
are of good quality and adequately maintained. 

Public Interest and Consumer Rights 
The PPP policy should envisage safeguarding public interest and consumer rights by: 

“ Aiming at uninterrupted public access to essential infrastructure; 

“%& Ensuring public health and safety and Protecting the environment: The government should determine 
parameters of Initial Environment Examination (IEE): After the Project identification, the 
Administrative Department would describe very clearly the Environmental & Social Impacts 
including resettlement and gender equality etc. in light with the parameters laid down in the existing 
Environmental & Resettlement Framework in Pakistan, and efforts will be made to ensure 
implementation consistent with international good practices, as reflected in internationally 


recognized standards such as the Equator Principles; 


“%& Providing adequate and equal protection of end users' rights to privacy, regardless of their ethnicity, 
gender, age, occupation, and civil, social and economic status; 


“% Providing information to the public about the obligations of the private sector and the Government; 
and 


“% Setting affordable user charges and tariff structure. 


TYPES OF PPP AGREEMENTS 
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The PPP contracts are structured into different configurations depending upon the nature of the project and 
the risk allocation between the Government and the private sector. The bidding documents carefully describe 
in each project the type of PPP arrangement to be applied to assist the government agencies and investors in 
formulating proposals, assessing their respective business strategies and preparing the documentation for each 
proposed transaction. Followings are the indicative variants of PPP arrangements: 


me 


Build-and-Transfer (BT): A contractual arrangement whereby the private party undertakes the 
financing and construction of an infrastructure project and after its completion hands it over to the 
Agency. The Agency will reimburse the total project investment, on the basis of an agreed schedule. 
This arrangement may be employed in the construction of any infrastructure project, including 
critical facilities, which for security or strategic reasons must be operated directly by the Agency. 


Build-Lease-and-Transfer (BLT): A contractual arrangement whereby the private party 
undertakes the financing and construction of an infrastructure project and upon its completion hands 
it over to the Agency on a lease arrangement for a fixed period, after the expiry of which ownership 
of the project is automatically transferred to the Agency. The lease payments are structured to 
reimburse the Private Party for its investment and repay the loan. 


Build-Operate-and-Transfer (BOT): A contractual arrangement whereby the private party 
undertakes the financing and construction of an infrastructure project, and the operation and 
maintenance thereof. The private party operates the facility over a fixed term during which it is 
allowed to collect from project users’ appropriate tariffs, tolls, fees, rentals, or charges not exceeding 
those proposed in agreement. This enables the private party to recover its investment and operation 
and maintenance expenses for the project. The private party transfers the facility to the Agency at 
the end of the fixed term that shall be specified in the Public-Private Partnership Agreement. 


Build-Own-and-Operate (BOO): A contractual arrangement whereby the private party is 
authorized to finance, construct, own, operate and maintain an infrastructure project, from which the 
private party is allowed to recover its investment and operating and maintenance expenses by 
collecting user fees from 

project users. The private party owns the project and may choose to assign its operation and 
maintenance to a project operator. The transfer of the project to the Agency is not envisaged in this 
arrangement. However, the Agency may terminate its obligations after the specified time period. 


Build-Own-Operate-Transfer (BOOT): A contractual arrangement similar to the BOT agreement, 
except that the private party owns the infrastructure project during the fixed term before its transfer 
to the Agency. 


Build-Transfer-and-Operate (BTO): A contractual arrangement whereby the Agency contracts 
out an infrastructure project to the private party to construct it on a turn-key basis, assuming cost 
overruns, delays and specified performance risks. Once the project is commissioned, the private 
party is given the right to operate the facility and collect user fees under the Public-Private 
Partnership Agreement. The title of the project always vests in the Agency in this arrangement. 


Contract-Add-and-Operate (CAO): A contractual arrangement whereby the private party expands 
an existing infrastructure facility, which it gets leased from the Agency. The private party operates 
the expanded project and collects user fees, to recover the investment over an agreed period. There 
may or may not be a transfer arrangement with regard to the added facility provided by the private 


party. 


Develop-Operate-and-Transfer (DOT): A contractual arrangement whereby favorable conditions 
external to an infrastructure project, which is to be built by the private party, are integrated into the 
Public-Private Partnership Agreement by giving it the right to develop adjoining property and thus 
enjoy some of the benefits the investment creates such as higher property or rent values. 
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Rehabilitate-Operate-and-Transfer (ROT): A contractual arrangement whereby an existing 
infrastructure facility is handed over to the private party to refurbish, operate and maintain it for a 
specified period, during which the private party collects user fees to recover its investment and 
operation and maintenance expenses. At the expiry of this period, the facility is returned to the 
Agency. The term is also used to describe the purchase of an existing facility from abroad, importing, 
refurbishing, erecting and operating it. 


Rehabilitate-Own-and-Operate (ROO): A contractual arrangement whereby an existing 
infrastructure facility is handed over to the private party to refurbish, operate and maintain with no 
time limitation imposed on ownership. The private party is allowed to collect user fees to recover its 
investment and operation and maintenance expenses in perpetuity. 


Joint Ventures (JV): Joint ventures (JVs) are also a form of PPPs in which a company is co-owned 
and operated by the public and private sector partners. JV Projects are extensively useful and suitable 
for economic sectors such as mining, manufacturing and agriculture, JVs in the infrastructure sectors 
like roads etc. pose several problems. The Government’s dual role as the regulator and a part owner 
could lead to conflicts of interest. A clear risk allocation, which is a major advantage of PPPs, is 
blurred by JVs. There are however, some inherent problems with JVs and that include direct 
negotiations and avoiding Competent Bidding Process which should always be avoided in JVs. 
Transparency is the underlying objective in all sorts of procurement and JVs are no exception to it. 


Management Contract (MC): A contractual arrangement whereby the Agency entrusts the 
operation and management of an infrastructure project to the private party for an agreed period on 
payment of specified consideration. The Agency may charge the user fees and collect the same either 
itself or entrust the collection for consideration to any person who shall pay the same to the Agency. 


Service Contract (SC): Any outsourcing contract by an Agency to any private party whereby the 
private party undertakes to provide services to the Agency for a specified period with respect to an 
infrastructure facility. The Agency shall pay the private party an amount according to an agreed 
schedule. 


Questions to Ponder 


1. 


2. 
3. 


Public Private Partnership Agreements provide significant leverage for infrastructure development 
and improvement in the quality of public services. Elaborate 

What are the different PPPs and which are most compatible in our context? 

What risk are in built in PPPs and how can these be mitigated? 


Source: Policy for Public Private Partnership, PPP Unit, Finance Department, Government of Sindh — Pakistan 
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Integrity Management System 


Integrity management system aims to improve level of transactions’ integrity by improving business process 
capability in optimally averting chances of mal-feasance, mis-feasance and non-feasance at the individual 
and group levels. Besides, an independent integrity breach response process [IBRP] also needs to be put in 
place to salvage integrity lapses to the maximum. Integrity management system can be visualized at two 
levels, namely; 


a. Performance (Behavior) Integrity: Standard of 


legitimacy, ethical compliance, honesty, fairness and peiswibout Time so Resin 


: ; Examples abound where businesses, 
transparency in general behavior of the management, big or small, not only lost their 


executives, officers, functionaries and representatives fortunes but also market reputation 


of a business or public service organization vis-a-vis for their ignorance of the integrity 
risks. NBP is the most stable bank in 


themselves and with the customers or public and vice 


Pakistan. However, a recent fraud in 
versa. BD region slashed its profits 
b. Process Integrity: Invincibility of the defined tremendously. Small businesses in 
activities and tasks to ensure performance integrity at particular face integrity breaches 
for lack of formalized IMS, leading 
to their failures 


all times. In reality it is the process integrity that 
effectively harnesses as well as nurtures the 


performance integrity. 


Enhanced integrity helps improve competitiveness, profits, and customers’ trust in a for-profit and public 
organizations, equity, fairness and reduction in cost of compliance in a public service organization. 


IMS Typical Framework 


Objectives... 


Outcomes: (How it will impact on the external performance of the organization) 
“% Reduction in revenue losses/evasions 


“% Reduction in cost of service to public 
“& Enhanced public confidence and trust 


Outputs: (How it will impact on the service quality of the organization) 
“%& The organization management’s unconditional commitment to integrity management; 


adoption of integrity management instruments; and, mainstreaming of integrity 
management standards 

“& Shared understanding of breach of integrity 

“%& Effective deterrence against illegitimate practice 


Strategy... The organization should envision rather an independent Integrity Management System 

to set the directions, monitor performance and initiate corrective actions. Moreover, it 

should aim to mainstream the integrity standards across the line/staff 

functions/processes: 

“ The organization should plan to deter unethical behaviors of the vulnerable 
functionaries as well as fraudulent public behavior through developing, adopting and 
mainstreaming rule-based integrity regime, and also to foster value-based integrity 
regime and in parallel to encourage and sustain ethical behaviors on both sides. 

“& The organization should commit to lead integrity management by demonstrating total 
adherence to integrity standards in its strategic and operational decision making. 
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Actions... 
“& Senior Management: 
a. Declaration and commitment to ethical values 
b. Guidance and supportive orientation towards others 
“%& Internal work environment: 
a. Code of ethics 
b. Transparency 
c. Fairness 
d. Equity 
e. Non-discriminative practice 
f. Objectivity 
g. Security 
“& External work environment: 
a. Transparency 
b. Fiduciary 
c. Legal cover against fraudulent individuals 


Risk Analysis and Mitigation... 


“& Weak and cumbersome legal framework 
“%& Limited departmental independence 

“% Dysfunctional political influence 

“ Anti-compliance societal norms 

% Conflicting organizational culture 


Putting the IMS into Practice... 


Following actions are recommended to establish the Integrity Management System: 


€# £ £# £86 


Situation analysis of the organization internal and external environments 

Gap analysis of the organization’s core integrity management and complementary 
processes 

Develop action plan to design and implement integrity management policy, 
instruments, systems and processes. 

Assign responsibilities for implementing, monitoring and corrective actions across 
the organizational managers. 

Oversee implementation, monitor progress and propose refinements in the Integrity 


Management System 


Procurement process is highly prone to fraudulent transactions thus merits integrity management policy 
coverage. Major dimensions in a typical procurement process that should be subject to integrity management 


system coverage include: 
“% Bid solicitations 


“% Bid evaluations and awarding contracts 


“ Contract performance management 


“& Payment / settlement 


Questions to Ponder 


1. Integrity at the organizational level is common challenge facing public and private sector 
organizations: Discuss 

2. What are the potential threats (risks) organizations face with an integrity management system? 

3. Elaborate framework for establishing a robust integrity management system 
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